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April  25,  1957. 

Mr.  F.  Go  Gardiner,  Q.C., 

Chairman  of  Council, 

The  Municipality  of  Metropolitan  Toronto, 

TORONTO,  Ontario. 

Dear  Sirs 

In  accordance  with  the  terms  of  reference  set  out  in  Report 
No.  28  of  the  Executive  Committee  of  the  Council  of  The  Municipality  of 
Metropolitan  Toronto  we  have  completed  a  study  of  the  organization,  direction, 
management  and  operation  of  the  undertakings  of  the  Toronto  Transit  Commission 
and  its  subsidiary  company  Gray  Coach  Lines  Limited.  An  extract  from  Report 
No.  28  which  sets  out  those  terms  of  reference  is  appended  to  this  letter. 

In  brief  thpy  instruct  us  to; 

(1)  Stpdy  and  report  upon  the  organizational  arrangements  and  methods 

of  operation  used  in  conducting  the  affairs  of  the  Commission 
and  its  subsidiary  company  Gray  Coach  Lines  Limited. 

(2)  Study  the  effect  of  the  costs  of  construction  of  rapid  transit 

facilities  upon  operating  results  of  the  Commission  and  recommend 
an  appropriate  basis  for  determining  the  portion  of  these  costs 
which  should  be  borne  by  the  Commission  and  the  portion  that  should 
be  borne  by  the  Municipality  of  Metropolitan  Toronto. 

The  report  which  follows  presents  our  findings  in  respect  to 


both  of  these  matters.  The  work  that  has  been  done  in  connection  with  the 
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first  has  shown  that  the  Commission’s  operations  are  being  well  run.  The 
findings  of  the  study  confirm  fully  the  high  regard  which  other  transit 
organizations  hold  for  its  accomplishments.  The  Commission’s  organizational 
arrangements  and  procedures  are  in  line  with  those  used  by  the  more  successful 
commercial  and  industrial  concerns.  The  duties  and  responsibilities  of  the 
various  units  of  the  organization  are  generally  well  defined,  properly 
delegated  and  competently  carried  out.  The  calibre  of  the  supervisory  staff 
is  high  and  the  level  of  morale  appears  excellent. 

Our  study  brought  to  attention  relatively  few  opportunities 
for  improvement  in  present  practices.  Those  that  were  disclosed  are  concerned 
mainly  with  the  use  of  arrangements  and  procedures  which  will  help  the  Commission 
deal  with  the  administrative  problems  that  must  inevitably  accompany  the  ex¬ 
pansion  of  its  services  and  changes  in  its  facilities  which  can  now  be  foreseen. 
These  recommendations  are  summarized  at  the  end  of  Section  II  of  our  report. 

To  help  us  study  the  effect  of  the  cost  of  construction  of 
rapid  transit  facilities  upon  operating  results  of  the  Commission,  we  retained 
the  services  of  Clarkson,  Gordon  &  Co,  That  firm  carried  out  the  necessary 
analysis  of  the  Commission’s  operating  results  and  financial  position  and 
advised  us  in  respect  to  all  aspects  of  the  study.  The  findings  of  this 
work  lead  to  the  conclusion  that  the  Municipality  of  Metropolitan  Toronto 
should  assume  responsibility  for  future  capital  costs  incurred  in  providing 
right-of-way  for  rapid  transit  services.  However,  the  Commission  should 
make  regular  contributions  to  the  Municipality  from  the  Commission’ s  income 
to  assist  in  paying  for  those  facilities.  A  summary  statement  which  outlines 
the  recommended  basis  for  determining  the  Commission’s  contributions  appears 
at  the  end  of  Section  III  of  our  report. 


Mr.  F.  G.  Gardiner,  Q.C 


April  23,  1957. 


Through  all  phases  of  our  studies  we  were  given  valuable 


assistance  by  the  various  personnel  concerned  with  our  work.  We  acknowledge 
gratefully  the  full  co-operation  that  was  extended  to  us  by  members  of  the 
Commission,  by  its  executive  staff,  by  Mr....  Norman  D.  Wilson  consultant  to  the 
Commission  with  whom  we  conferred  frequently  and  by  the  Director  and  staff 
of  the  Metropolitan  Planning  Board*  We  were  unable  to  confer  with  Mr.  Walter 
Blucher  concerning  present  and  future  plans  for  extension  of  the  Commission* s 
services  but  we  believe  the  information  we  obtained  from  the  Metropolitan 


Planning  Board  on  these  matters  is  adequate  for  the  purposes  of  our  study. 


Yours  very  truly. 


Extract  from  Report  No.  28  of  The  Executive  Committee 
as  adopted  by  the  Metropolitan  Council  on  June  265  1956 
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SURVEY  OF  TORONTO  TRANSIT  COMMISSION. 

The  Executive  Committee  recommends  (lie  adoption  of  the  appended  report 
(June  26,  1956)  received  from  the  Chairman  of  Council,  and  that  the  appropriate 
Metropolitan  Officials  be  directed  to  take  the  necessary  action  to  give  effect 
thereto,  viz.i 

“Pursuant  to  Report  24  of  the  Executive  Committee  adopted  by 
the  Metropolitan  Council  on  May  29th,  1956,  relative  to  the  Toronto 
Transit  Commission  wherein  the  following  recommendation  was 
adopted: 

‘(d)  That  the  Metropolitan  Corporation  engage  the  services 
of  a  firm  of  management  and  other  consultants  with  appropriate 
terms  of  reference  to  report  upon  and  make  recommendations  with 
respect  to  all  phases  of  the  direction,  management  and  operation 
of  the  undertaking  of  the  T.T.C.  and  its  subsidiaries.' 

"I  recommend  that  the  firm  of  J.  D.  Woods  and  Gordon  Limited  be 
engaged  to  study,  report  upon  and  make  recommendations  with  respect 
to  all  phases  of  the  organization,  direction,  management  and  operation 
of  the  undertaking  of  the  Toronto  Transit  Commission  and  its  subsi¬ 
diaries  and,  without  limiting  the  generality  of  the  foregoing,  in  parti¬ 
cular: 

1.  To  report  with  recommendations  upon  the  most  appropriate 
organization  plan  for  the  Commission  which  will  indicate  the  principal 
positions  to  be  filled  by  permanent  officials  and  the  relationship  of  and 
division  of  duties  between  such  officials  and  the  members  of  the  Com¬ 
mission.. 

2.  To  conduct  a  survey  of  the  organization  and  administration  in¬ 
cluding  the  functions  and  personnel  of  the  various  departments,  lines 
of  authority  and  definition  of  duties. 

3.  To  review  the  methods  being  followed  in  preparing  and  keeping 
statistical  and  other  records  and  the  adequacy  for  control  purposes  of 
such  reports  and  other  data  prepared  by  the  various  departments.  In 
carrying  out  this  portion  of  the  survey  J.  D.  Woods  and  Gordon  Limited 
are  instructed  to  collaborate  with  Messrs.  Price,  Waterhouse  and 
Company  in  integrating  the  results  of  their  survey  already  prepared  in 
respect  of  the  accounting  organization  and  procedures  of  the  Commis¬ 
sion  so  that  the  same  may  be  carried  into  effect. 

4.  To  review  the  financing  of  the  undertakings  of  the  Commission 
and  to  recommend  the  part,  if  any,  of  the  outstanding  debenture  debt 
of  the  Commission  resulting  from  the  construction  of  the  Yonge  Street 
subway  which  should  be  assumed  by  the  Metropolitan  Corporation  and 
to  report  the  basis  upon  which  such  recommendations  are  made. 

5.  To  study  and  make  recommendation  with  respect  to  the  portion 
if  any,  of  the  capital  debt  which  may  be  created  in  connection  with 
further  extensions  of  the  Commission’s  rapid  transit  system  which 
should  be  assumed  by  the  Metropolitan  Corporation  with  an  indication 
of  the  basis  upon  which  such  recommendations  are  made. 

6.  To  confer  with  Norman  D.  Wilson  of  Toronto  and  Walter 
Blucher  of  Chicago  with  respect  to  any  matters  affecting  the  Toronto 
Transit  Commission  and  its  operations  and  without  limiting  the 
generality  of  the  foregoing  in  particular  with  Norman  D.  Wilson  with 
respect  to  the  extension  of  its  system  and  operating  procedures  and 
fare  structures  and  any  matters  which  particularly  affect  its  transit 
operations  and  with  Walter  Blucher  with  respect  to  its  present  and 
future  plans  for  the  extension  of  its  services  and  any  matters  which 
particularly  affect  the  planning  of  rapid  transit  in  conjunction  with  a 
general  plan  of  transportation  facilities  for  the  metropolitan  area.” 
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TORONTO  TRANSIT  COMMISSION 


PRESENT  PLAN  OF  ORGANIZATION  SHOWING  MAIN  UNITS  OF  THE  ORGANIZATION 
LINES  OF  AUTHORITY  AND  LINES  OF  DIRECT  COMMUNICATION 
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(5)  A  Development  Unit 

(4)  A  Transportation  Department 

(5)  An  Administration  Department 

(6)  A  Treasury  Department 

(7)  A  Secretarial  and  Public  Information  Unit 

(8)  A  Legal  Department 

The  solid  lines  leading  from  level  to  level  on  the  chart  are  lines 
of  direct  authority  within  the  organization®  Broken  lines  indicate  frequently 
used  channels  of  direct  communication  between  levels®  These  channels  are  also 
used  at  times  to  issue  instructions  concerning  certain  matters  to  operating 
personnel® 

10  The  Commission 

Under  the  provisions  of  the  Metropolitan  Toronto  Act,  the  Commission 
is  assigned  the  responsibility  for  operating  all  public  transit  services 
throughout  the  area  of  Metropolitan  Toronto 0  The  terms  of  the  act  specify 
that  the  Commission  proper  be  composed  of  five  members  who  are  appointed  by 
the  Council  of  the  Municipality  of  Metropolitan  Toronto „  They  provide  that 
individual  appointments  to  membership  Le  for  a  period  of  five  years  with  one 
member  being  appointed  or  re-appointed  each  year®  It  has  been  the  practice 
of  the  appointed  members  to  elect  one  of  their  number  Chairman  and  one 
Vice-Chai rman® 

In  carrying  out  its  responsibilities  through  the  present  plan  of 
organization  the  Commission  exercises  broad  control  over  all  phases  of  the 
operations  which  come  under  its  authority®  For  this  purpose  it  meets 
regularly  each  week,  or  more  frequently  when  necessary®  At  its  meetings, 
which  are  attended  by  the  General  Manager,  the  Assistant  General  Manager  and 
such  senior  officials  of  the  departmental  units  as  may  be  necessary,  it 
receives  reports  and  recommendations  from  the  General  Manager  concerning 
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current  operations  of  the  organization  and  plans  for  future  operations.,  At 
its  meetings  it  takes  responsibility  for  and  deals  with  such  matters  as: 

(1)  The  establishment  of  the  policies  to  be  employed 
in  carrying  out  any  phase  of  the  organization's 
activity., 

(2)  The  authorization  of  significant  changes  in  the  type 
and  extent  of  service 0 

(3)  The  authorization  of  any  change  in  rates  of  fare, 

(4)  The  approval  of  budget  forecasts  of  operating  expenditures 
and  the  review  of  actual  expenses  in  relation  to  amounts 
budget ed0 

(5)  The  approval  of  proposed  budgets  of  expenditures  on 
capital  account  and  of  individual  expenditures  against 
such  budgets Q 

(6)  The  calling  of  tenders  and  awarding  of  contracts  covering 
major  purchases  of  equipment  and  supplies „ 

(7)  The  approval  of  contracts  and  agreements  to  be  entered 
into  by  the  Commission,, 

(8)  The  authorization  of  the  settlement  of  claims,  in  excess  of 
stipulated  amount 3 ,  which  are  made  against  or  by  the  Commission 
in  connection  with  vehicle  accidents  or  other  matters., 

(9)  The  hearing  of  requests  from  officials  of  Municipalities 
in  the  Metropolitan  area  for  changes  and  improvements  in 
services „ 

(1.0)  The  release  to  the  public  of  all  information  relating  to 
the  activities  and  plans  of  the  organization., 

In  addition  to  studying  and  dealing  with  matters  that  are  considered 
at  the  Commission  meetings,  the  members  as  a  body  or  individually,  periodically 


inspect  the  various  facilities  of  the  Commi s si on ,  represent  it  at  public 
gatherings,  attend  conferences  of  transit  associations,  deal  with  questions 
and  requests  from  the  public  in  general  etc. 

As  indicated  by  the  broken  lines  shown  on  the  chart  of  the  plan 
of  organization,  the  Commission  as  a  body,  or  through  its  Chairman, 
frequently  communicates  directly  with  two  units  of  the  operating  organiza¬ 
tion.  They  are  the  Secretarial  and  Public  Information  Unit  and  the  Legal 
Department.  Instructions  concerning  the  release  of  information  to  the 
public  are  issued  in  this  way  on  some  occasions  and  advice  is  obtained  on 
legal  matters. 

2.  The  General  Manager  and  Assistant  General  Manager 

The  General  Manager  is  the  chief  operating  executive  of  the 
organization.  Under  the  authority  of  the  Commission  proper  he  is  responsible 
for  the  planning  and  administration  of  all  operations  which  it  undertakes. 
These  responsibilities  involve? 

(1)  The  study  of  both  the  current  and  the  future  transit  needs  of 

Metropolitan  Toronto  and  the  development  of  plans  for  the 
establishment  of  services  appropriate  to  these  needs. 

(2)  The  study  of  the  scope  for  operation  of  interurban  transportation 

services  in  conjunction  with  the  operation  of  its  transit  services, 
and  the  development  of  plans  for  such  services. 

(3)  The  acquisition  and  maintenance  of  the  facilities  and  equipment 

required  to  provide  approved  urban  and  interurban  services. 

(4)  The  development  of  a  staff  of  officials  and  employees  qualified 

to  carry  on  all  activities  associated  with  the  establishment 
and  operation  of  approved  services. 

(5)  The  direction  of  the  work  of  the  Commission’s  staff  to  ensure 

effective  use  of  facilities,  equipment  and  manpower. 
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To  enable  the  General  Manager  to  deal  with  the  tasks  assigned  to 
him  he  is  provided  with  an  Assistant  General  Manager.  In  addition  a  plan  of 
staff  organization  has  been  established  under  which  specific  areas  of 
responsibility  are  assigned  to  eight  departmental  units.  Each  of  these  units 
is  headed  by  a  senior  official  who  is  responsible  for  the  functions  assigned 
to  his  unit. 

Working  through  this  organization  the  General  Manager  devotes  most 
of  his  attention  to: 

(1)  The  consideration  of  matters  relating  to  current  operations  which 

require  the  attention  of  the  Commission. 

(2)  The  development  of  plans  and  recommendations  connected  with  the 

future  operations  of  the  Commission. 

He  delegates  to  the  Assistant  General  Manager  the  responsibility 
for  dealing  with  the  day  to  day  administration,  co-ordination  and  control  of 
operations  but  deals  directly  with  the  Secretarial  and  Public  Information 
Unit,  the  Treasury  Department  and  the  Legal  Department  on  matters  relating 
to  their  areas  of  responsibility.  This  relationship  is  indicated  by  broken 
lines  on  the  organization  chart.  In  addition  he  also  normally  deals  with 
Administration  and  Development  Unit  matters  on  a  direct  basis. 

To  facilitate  the  co-ordination  of  the  activities  of  the  separate 
departmental  units  the  General  Manager  has  established  two  committees.  The 
first  of  these  is  an  Executive  Committee.  It  is  made  up  of  the  senior 
officials  of  each  of  the  departmental  units  plus  the  General  Manager  and 
his  assistant.  It  meets  each  week  and  at  its  meetings  all  matters  of 
current  importance  are  considered.  The  second  committee  is  a  Service 
Change  Committee.  This  Committee  is  composed  of  the  senior  official  of  each 
unit  and/or  an  appointed  representative  of  his  unit.  The  official  heading 
the  Development  Unit  acts  as  Chairman  of  the  Service  Change  Committee. 
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It  meets  each  month.  At  its  meetings  all  proposed  changes  in  scheduled 
operating  service  or  in  equipment  and  facilities  used  by  passengers  are 
considered.  The  Committee  submits  to  the  General  Manager  its  recommenda~ 
tions  concerning  the  changes  proposed. 

3.  Departmental  Units 

Separate  and  well  defined  areas  of  responsibility  are  assigned  to 
each  of  the  eight  main  departmental  units  of  the  operating  organization  .  The 
duties *  responsibilities,  methods  of  operation  and  certain  of  the  more 
important  operating  problems  of  these  different  units  are  described  in  some 
detail  in  an  appendix  which  follows  this  report.  We  outline  here  the  main 
functions  of  the  individual  units. 

(1)  The  Engineering  Department 

This  unit  headed  by  a  Chief  Engineer  is  responsible  for  the  design, 
construction  and  maintenance  of  such  facilities  as  track,  power  supply  and 
distribution  system,  buildings,  structures  etc.  In  addition  it  is  responsible 
for  the  operation  of  power  stations  and  for  providing  heating,  janitor  and 
related  services  on  commission  properties.  Its  permanent  staff  of  slightly 
more  than  700  employees  is  distributed  among  four  main  sections  of  the 
department. 

(2)  The  Equipment  Department 

Under  the  direction  of  a  General  Superintendent  the  Equipment 
Department  is  responsible  for  recommending  vehicle  specifications  and  for 
storing,  cleaning,  inspecting  and  repairing  all  vehicle  equipment  owned  or 
operated  by  the  Commission  and  its  subsidiary  company.  In  addition  it  designs 
and  maintains  fare  boxes,  change  handling  equipment,  token  dispensers,  turn¬ 
stiles,  etc.  At  present  the  department  is  maintaining  a  total  of  approximately 
2,000  vehicles.  In  doing  so  it  operates  six  car  houses,  seven  garages  and  two 
major  repair  shops.  The  total  staff  numbers  some  1,600  employees. 
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(3)  The  Development  Unit 

Under  the  direction  of  an  Assistant  Manager  this  unit  is  respons¬ 
ible  for  carrying  out  studies  of  current  and  future  transit  needs  within 
Metropolitan  Toronto^  recommending  the  vehicle  routes  to  be  operated  and 
recommending  schedules  of  vehicle  operation  on  each  route  that  will  provide 
appropriate  accommodation  for  the  traffic  flow  on  the  route.  The  unit 
staff  numbers  fifty  odd  employees  divided  between  two  departments.  A 
Research  Department  deals  with  studies  of  future  needs  and  the  planning 
and  control  of  routes  in  suburban  areas.  A  Schedules  Department  handles 
the  work  of  preparing  schedules  for  vehicle  operations  on  the  Commission's 
established  transit  routes. 

(4)  The  Transportation  Department 

Headed  by  a  General  Superintendent  this  department  is 
responsible  for  operating  vehicles  both  on  the  Commission's  urban  transit 
routes  and  on  tRe  interurban  routes  of  its  subsidiary  company  Gray  Coach 
Lines.  The  vehicles  are  operated  in  accordance  with  prescribed  schedules 
and  with  the  requirements  arising  from  particular  traffic  demands.  In 
addition  the  department  is  responsible  for  establishing  interurban  services* 
developing  schedules  and  rates  of  fare  applicable  to  those  services  and  for 
promoting  the  sale  of  interurban  services  to  the  public.  It  also  negotiates 
arrangements  for  and  operates  vehicles  under  special  charter  service 
arrangements. 

The  department  is  the  largest  single  unit  of  the  organization. 

At  present  its  staff  totals  some  2^900  employees*  about  80$  of  whom  are 
vehicle  operators.  Separate  sections  of  the  department  deal  with  its 
two  fields  of  operation  i.e.  urban  service  and  interurban  service. 

Currently  the  Urban  Service  Section  operates  vehicles  on  a  total  of  76 
different  transit  routes.  These  operations  are  directed  and  controlled 
through  six  separate  operating  divisions  each  of  which  is  responsible 
for  providing  service  on  an  assigned  group  of  routes.  The  Interurban 
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Service  Section  operates  through  a  single  operating  division, 

(5)  The  Administration  Unit 

The  responsibility  for  all  activities  relating  to  labour 
relations,  personnel  work,  the  control  of  supply  material  inventories  and 
purchasing  is  assigned  to  this  unit  that  is  headed  by  an  Assistant  Manager, 
The  unit  head  personally  deals  with  the  negotiation  of  all  agreements  between 
the  Commission  and  the  bargaining  agencies  which  represent  its  employees. 

He  supervises  the  work  of  two  departments,  one  dealing  with  personnel 
activities  and  the  other  with  material  control  and  purchasing.  In  the 
personnel  field  systematic  methods  of  employee  selection  and  wage  and  salary 
administration  are  employed;  a  comprehensive  accident  prevention  program  is 
conducted;  and  manpower  development  work  is  undertaken.  In  the  material 
control  and  purchasing  field  orderly  programs  for  reducing  inventories  of 
supply  materials  and  the  purchase  costs  of  these  materials  have  been 
initiated  in  recent  years.  The  staff  of  the  unit  numbers  about  90  employees, 

(6)  The  Treasury  Department 

Directed  by  a  Treasurer  this  department  of  some  220  employees 
is  responsible  for  controlling  the  receipt,  disbursement,  safekeeping  and 
investment  of  funds;  for  determining  costs  and  providing  information  to 
be  used  for  controlling  costs;  for  preparing  financial  statements  and 
for  developing  forecasts  of  the  financial  position  of  the  Commission  and 
its  subsidiary  company. 

The  Commission  employs  a  comprehensive  system  of  revenue  and 
expense  budgeting  to  plan  and  control  its  operations  from  year  to  year. 

For  that  purpose  the  costs  incurred  in  operating  the  various  types  of 
vehicle  services  that  are  supplied,  and  of  maintaining  the  Commission5  s 
different  service  departments,  are  systematically  recorded  from  month 
to  month.  The  data  obtained  are  related  to  pre-determined  budget  figures 
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and  are  used  for  controlling  expenditures  throughout  each  ye ar*  They  are 
also  used  for  forecasting  future  operating  costs  and  developing  subsequent 
budgets*  A  similar  budgetary  program  is  used  for  planning  and  controlling 
the  Commissi on” s  capital  expenditures*  The  department  is  responsible  for 
co-ordinating  the  budget  programs  and  maintaining  the  accounting  records 
required  for  their  use* 

(7)  Secretarial  and  Public  Information  Unit 

This  unit  is  headed  by  an  official  who  serves  as  Secretary 
of  the  Commission ,  as  Director  of  Public  Information  and  also  directs 
a  variety  of  service  activities  at  the  Commission’s  head  office*  As 
Secretary  of  the  Commission*  the  unit  head  prepares  the  minutes  and  agenda 
of  all  Commission  meetings*  As  Director  of  Public  Information  he  supervises 
a  staff  of  about  120  employees  who  are  engaged  in  public  relations  and  head 
office  service  activities*  Approximately  three-quarters  of  this  Staff  is 
used  on  public  relations  work*  They  are  engaged  in  operating  a  Public 
Information  Centre  that  supplies  information  on  routes,  rates,  etc*  in 
response  to  telephone  enquiries*  acting  as  street  guides  who  sell  transit 
tickets  on  the  streets  at  main  loading  points*  handling  complaints  from 
the  public*  preparing  and  distributing  of  advertising  material,  publicity 
material,  and  time  tables  etc*  The  Commission’s  Public  Information  Centre 
provides  information  concerning  routes  and  rates  for  both  transit  and  inter- 
urban  services*  It  operates  twenty  hours  per  day  and  on  a  seven  day  per 
week  basis. 

(8)  The  Legal  Department 

Headed  by  a  Legal  Counsel  the  Legal  Department  is  responsible 
for  all  activities  leading  to  the  settlement  of  claims  for  damages  made 
against  or  by  the  Commission,  either  through  negotiation  or  through  legal 
processes.  In  addition  it  investigates  and  prepares  all  formal  agreements 
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and  contracts  etc0  undertaken  by  the  Commission  and  supplies  legal  advice 
on  any  matters  relating  to  the  Commission’s  activities,.  The  department 
employs  a  staff  of  some  thirty  full-time  employees „  Of  these  more  than 
twenty  are  engaged  on  the  work  of  investigating  accidents  and  incidents 
and  arranging  settlements  in  the  case  of  minor  claims „  Some  25  to  50 
accidents  or  incidents  are  reported  to  the  claims  section  daily  and  about 
half  of  these  require  investigation  <> 
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SECTION  II 

FINDINGS  AND  RECOMMENDATIONS  RESULTING 
FROM  REVIEW  OF  THE  COMMISSION'S  ORGANIZATION  AND  METHODS  OF  OPERATION 

In  the  course  of  our  study  we  visited  each  of  the  Commission’s 
various  departmental  offices  as  well  as  its  shops*  carhouses,  garages  etc* 

We  discussed  with  the  Commissioners*  senior  officials*  respective  departmental 
heads  and  supervisors  the  duties  and  responsibilities  of  their  individual 
unit  So  In  most  cases  we  examined  in  detail  the  methods*  procedures  and 
systems  under  which  the  work  of  the  different  units  is  being  carried  on. 

The  findings  which  came  out  of  that  investigation  show  that  the 
Commission's  operations  are  being  well  run0  Its  organization  and  practices 
compare  favourably  with  the  best  to  be  found  in  modem  businesso 

A  study  of  the  kind  that  has  been  made  usually  brings  to  light 
many  opportunities  for  improvement  of  methods  and  procedures  which  have  not 
been  explored  by  the  organization  under  review,,  In  this  case  few  such 
opportunities  were  disclosed,.  Our  findings  show  that  the  Commission's  staff 
has  been  giving  careful  attention  to  the  maintenance  of  an  effective  organiza¬ 
tion  and  the  use  of  up-to-date  operating  methods,,  The  recommendations  set 
out  here  are  proposed,  in  the  main*  with  a  view  to  supplementing  present 
practices  so  that  the  administrative  problems  which  will  inevitably  accompany 
the  future  expansion  of  the  system  can  be  minimized 0  Some  of  the  factors 
which  will  contribute  to  future  administrative  problems  are  the  following: 

(i)  As  the  size  of  the  organization  continues  to  grow  it  will  become 
increasingly  difficult  for  the  General  Manager  and  the  Assistant 
General  Manager  to  keep  in  close  touch  with  the  activities  of  all. 
parts  of  the  organization,, 

(ii)  Very  large  capital  expenditures  will  have  to  be  made  over  the  period 
of  the  next  20  to  25  years  in  connection  with  the  development  of 
rapid  transit  facilities..  The  expenditures  will  be  incurred  in  steps 
as  new  rapid  transit  units  are  added „  Careful  long  term  planning  of  the 
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Commission’s  services  and  its  financial  position  will  be  essential 
if  financial  difficulties  are  to  be  avoided  at  the  separate  step 
points  in  the  rapid  transit  program. 

(iii)  The  maintenance  of  an  appropriate  balance  between  the  amount  of 
vehicle  service  supplied  on  the  Commission's  individual  transit 
routes  and  the  traffic  loads  to  be  handled  will  become  increasingly 
difficult  as  the  numbers  of  routes  operated  increases. 

(iv)  It  will  probably  be  necessary  to  carry  an  increasingly  large  share 
of  the  total  traffic  load  during  the  two  rush  hour  periods  that 
occur  each  week  day. 

We  describe  our  main  findings  and  the  related  recommendations 
under  the  following  headings; 

1.  Plan  of  Organization. 

2.  Methods  of  Operation. 

3.  Fitting  Transit  Service  to  Traffic  Demands. 

4.  The  Problem  of  Controlling  Costs  of  Service  at  Rush  Hours. 

5.  Forecasting  Manpower  Requirements  in  the  Transportation  Department. 

6.  Control  of  Costs  of  Maintenance  Work. 

7.  Costs  of  Transfer  Forms. 

8.  Extension  of  Budget  Controls  to  Cost  Centres. 

9.  Treasury  Department  Procedures. 

1 .  Plan  of  Organization 

The  present  plan  of  organization  incorporates  the  basis  features 
essential  to  the  sound  organization  of  any  enterprise.  The  structure  is  in 
line  with  those  of  the  more  successful  commercial  and  industrial  concerns, 
and  embodies  the  following  characteristics  which  contribute  to  effective 
operation; 
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(1)  Well  defined  areas  of  responsibility  have  been  assigned  to  each  of 

the  different  units  and  sub-units  of  the  organization, 

(2)  In  most  cases,  and  wherever  practicable,  the  individual  units  are 

arranged  so  that  each  deals  with  a  single  activity,  or  with  a 
group  of  closely  related  activities, 

(5)  The  responsibility  for  the  direction  of  the  activities  of  each  of 
the  separate  units  has  been  assigned  to  a  single  individual, 

(4)  Clear  cut  lines  of  authority  are  established  between  different 
levels  of  the  organization. 

Throughout  our  study  we  observed  that  the  executive  officials 
have  fully  delegated  responsibility  and  corresponding  authority  to  the 
supervisory  staffs  under  their  direction.  We  found  the  calibre  of  this  staff 
to  be  high  and  the  general  level  of  morale  excellent.  There  can  be  no  doubt 
that  the  combination  of  a  sound  plan  of  organization  and  the  practice  of 
delegating  responsibility  and  authority  in  a  systematic  manner  has  been  an 
important  factor  in  the  development  of  this  desirable  situation. 

Duties  and  Responsibilities  of  the  Commission. 

By  our  terms  of  reference  we  are  to  make  specific  recommendations 
as  to  the  division  of  duties  between  permanent  officials  of  the  Commission 
and  the  members  of  the  Commission  itself.  We  believe  that  the  basis  division 
of  duties  now  in  effect,  as  outlined  in  the  foregoing  section  of  this  report, 
is  proper.  It  provides  that  the  Commission  members  act  in  a  capacity  equival¬ 
ent  to  that  of  the  board  of  directors  of  a  commercial  enterprise.  As  the 
direct  representatives  of  the  proprietors  they  are  responsible  for  establishing 
the  objectives  and  policies  of  the  enterprise,  for  approving  plans  to  accomplish 
its  objectives,  for  reviewing  the  results  of  the  implementation  of  these 
plans,  and  for  ensuring  that  steps  are  taken  to  safeguard  its  assets.  The 
arrangement  calls  for  the  use  of  a  staff  of  executive  officials  who,  under 
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the  direction  of  a  General  Manager,  are  responsible  for  all  duties  connected 
with  administering  the  operations  of  the  enterprise  in  accordance  with  the 
objectives,  policies  and  plans  which  have  been  approved. 

It  is  important  that  duties  should  be  divided  in  this  manner. 

The  task  of  operating  transit  and  transportation  services  on  the  scale  of 
those  conducted  by  the  Commission  is  both  complex  and  technical.  The 
arrangement  that  has  been  established  provides  a  basis  upon  which  an 
executive  staff  of  technical  specialists  can  be  developed  and  the  work 
assigned  to  the  individual  members  of  this  staff  can  be  co-ordinated 
effectively. 

In  this  connection  it  i s  particularly  important  that  all  the 
members  of  the  Commission  take  steps  to  ensure  that  the  line  of  authority 
between  the  Commission  and  the  staff  of  its  operating  organization,,  as 
established  by  the  plan  of  organization,  be  adhered  to  at  all  times. 

In  no  case  should  instructions  relating  to  policies  or  practices  be 
issued  directly  to  a  member  of  the  operating  staff  other  than  the  General 
Manager.  Unless  this  principle  is  maintained  rigidly  the  General  Manager 
can  not  be  held  accountable  for  the  responsibilities  assigned  to  him. 

The  present  plan  of  organization  does  provide  for  direct  com¬ 
munication  between  the  Commission  and  two  units  of  the  operating  organization. 
They  are  the  Secretarial  and  Public  Information  Unit  and  the  Legal  Department. 
In  both  cases  the  arrangement  is  a  logical  one.  The  Secretary  and  Director 
of  Public  Information  acts  as  Secretary  at  Meetings  of  the  Commission  and 
direct  communication  is  necessary  for  the  preparation  of  Agenda,  Minutes, 
etc.  It  is  appropriate  that  he  be  given  direct  instructions  concerning 
those  duties.  However,  that  should  not  be  the  case  in  respect  to  matters 
relating  to  the  release  of  public  information  concerning  policies  and 
practices  affecting  operations.  Instructions  to  the  Commission  staff  on 
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all  such  matters  should  be  issued  through  the  General  Manager  after  his 
advice  has  been  obtained,.  Similarly  the  Commission  at  times  requires 
advice  from  the  Legal  Counsel  concerning  such  matters  as  the  extent  and 
nature  of  its  responsibilities  and  authority,.  It  is  proper  that  this 
advice  be  obtained  through  direct  communication,,  Again, however,  the 
channel  of  communication  established  should  not  be  used  for  administrative 
purposes  * 

None  of  the  above  recommendations  are  to  be  interpreted  to 
mean  that  contacts  between  the  members  of  the  Commission  and  the  staff  of 
its  organization  be  restricted*  Such  contacts  are  valuable  for  a  number 
of  reasons.  One  of  the  more  important  is  to  supply  the  individual  member 
of  the  Commission  with  a  background  of  broad  general  knowledge  of  the 
problems  connected  with  the  operation  of  transit  services  in  a  large 
community*  Until  a  Commission  member  acquires  such  a  background  he 
cannot  be  fully  effective  in  dealing  with  the  responsibilities  assigned 
to  the  Commission* 

The  Chairman  of  the  Commission  now  devotes  his  full  time 
to  the  Commission*  s  affairs  and  with  the  considerable  expansion  of  transit 
services  that  is  to  be  anticipated?  we  believe  that  this  will  continue  to 
be  necessary*  Commission  duties  are  not  likely  to  require  the  full  time 
of  other  members*  However,  they  may  well  demand  the  equivalent  of  upwards 
of  two  days  per  week  from  the  average  member* 

The  Operating  Organization* 

There  can  be  no  doubt  that  the  distribution  of  duties  and 
responsibilities  between  the  various  units  of  the  operating  organization 
that  is  established  by  the  present  plan  of  organization  has  provided  a 
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basis  for  effective  administration  of  operations  up  to  this  time .  However, 
in  the  light  of  the  expansion  of  the  Commission's  facilities  and  services 
which  can  now  be  foreseen,  we  suggest  that  certain  changes  be  introduced 
in  the  near  future „ 

The  following  main  changes  are  proposed: 

(1)  A  new  major  organizational  unit  identified  as  the  Operations  Branch 

should  be  established „  The  Operations  Branch  should  be  headed  by 
the  Assistant  General  Manager  and  be  responsible  for  all  of  the 
various  activities  that  are  most  closely  associated  with  the 
operation  of  current  vehicle  services  and  the  maintenance  of 
operating  facilities., 

(2)  The  Engineering  Department  should  be  relieved  of  the  responsibility 

for  the  maintenance  and  actual  construction  work  which  it  now 
carries  on  and  this  work  should  be  transferred  to  a  new 
Maintenance  and  Construction  Department  which  would  form  part 
of  the  proposed  Operations  Branch „ 

(S)  A  new  Finance  Department  should  be  established „  It  should  be 

headed  by  a  Director  of  Finance 0  It  would  include  a  Treasury 
Division  and  an  Accounting  Division., 

The  reasons  for  these  proposals  and  the  detailed  changes 
recommended  are  described  below 0 

Operations  Branch 

In  the  previous  section  of  this  report  we  noted  that  the 
General  Manager  delegates  to  the  Assistant  General  Manager  the  responsibility 
for  administering  the  current  operation  of  vehicle  services  while  he 
deals  with  matters  relating  to  general  administration,  policies  and 
longer  term  plans  and  projects „  This  administrative  arrangement  has  provided 
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an  effective  basis  for  directing  the  activities  of  the  organization.  We 
believe  it  is  important  that  a  like  distribution  of  responsibility  be 
continued  in  the  future. 

In  recent  years  it  has  been  possible  to  establish  the  two 
separate  areas  of  responsibility  within  the  Commission’s  plan  of 
departmental  organization  in  reasonably  clear  terms.  This  has  been  done 
by  assigning  to  the  Assistant  General  Manager  the  direction  of  three  of 
the  main  departments,  Equipment,  Transportation  and  Engineering.  For 
practical  purposes  these  three  departments  have  formed  the  operating  unit 
of  the  organization.  Included  in  the  three  departments  are  most  of  the 
main  activities  which  are  directly  associated  with  actual  operation  of 
current  services  and  those  activities  have  provided  the  major  share  of 
the  work  of  the  departments. 

That  will  not  be  the  case  in  the  future  however.  When  the 
contemplated  expansion  of  rapid  transit  facilities  is  undertaken  the 
Engineering  Department  will  necessarily  acquire  very  heavy  new  responsi¬ 
bilities  relating  to  the  design  and  construction  of  those  facilities. 

These  should  not  be  assigned  to  the  senior  official  who  is  also  responsible 
for  co-ordinating  and  supervising  current  operations.  To  avoid  that 
situation  and  provide  a  basis  for  ensuring  effective  administration  of 
current  operations  under  new  conditions  we  believe  that  certain  changes 
should  be  made  in  the  existing  plan  of  departmental  organization. 

We  recommend  that  a  new  major  organizational  unit  be 
established.  The  proposed  unit  would  be  termed  the  Operations  Branch. 

It  would  be  headed  by  the  Assistant  General  Manager  and  would  be  composed 
of  those  departments  and  sections  of  the  present  organization  wnose 
activities  are  most  closely  related  to  the  day-to-day  operation  of  vehicle 
services  and  the  maintenance  of  operating  facilities. 
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The  activities  which  would  be  carried  on  within  the  proposed 

Operations  Branch  should  be  all  of  those  handled  by  the  Equipment  and 
Transportation  Departments  plus  certain  of  those  now  handled  by  the  Engineering 
Department  and  the  Administration  Unit .  The  maintenance  and  actual 
construction  work  relating  to  operating  facilities  that  is  now  handled 
by  the  Engineering  Department  should  be  transferred  to  the  proposed 
Operations  Branch  when  it  is  formed,,  Eventually  the  Materials  Department 
should  be  moved  from  the  Administration  Unit  to  the  Operations  Branch. 

We  propose  that  the  organizational  arrangement  within  the 
Operations  Brnach  would  be  made  up  of  the  following  five  departmental 
units . 

1.  Equipment  Department 

2e  Transportation  Department 

3.  Maintenance  and  Construction  Department 

4.  Gray  Coach  Lines  Administration  Department 

50  Materials  Department 

Two  of  these  departments  do  not  exist  as  departmental  units 
at  present.  However  they  could  be  formed  readily  from  existing  sections 
of  other  departments.  As  was  indicated  above  the  proposed  Maintenance 
and  Construction  Department  would  be  formed  by  transfer  of  the  staff  that 
is  now  responsible  for  this  work  in  the  Engineering  Department.  We  suggest 
that  this  new  department  should  be  headed  by  a  Maintenance  and  Construction 
Engi neer . 

The  proposed  Gray  Coach  Lines  Administration  Department  would 
be  responsible  for  planning,  selling  and  controlling  Gray  Coach  Line 
Services.  This  work  is  now  handled  by  the  Superintendent  and  certain  of  the 
staff  included  in  the  Interurban  Section  of  the  Transportation  Department. 
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The  responsibilities  and  work  of  that  staff  frequently  in¬ 
volves  .natters  that  require  direct  communication  with  the  Assistant  General 
Manager,  who  is  the  senior  official  directly  in  charge  of  Gray  Coach  Lines 
operations.  Under  such  circumstances  direct  access  to  the  senior  official 
is  desirable.  The  proposed  new  department  would  be  formed  by  transfer  from 
the  Transportation  Department  of  all  staff  and  sub -sections  of  the  Inter- 
urban  Section  other  than  its  Operations  Sub-section,  That  unit,,  which  deals 
with  the  actual  operation  of  vehicles  and  terminals  would  continue  as  a 
section  within  the  Transportation  Department, 

We  propose  the  eventual  transfer  of  the  Materials  Department 
from  the  Administration  Unit  to  the  Operations  Branch  because  almost  all 
of  its  work  relates  to  and  must  be  closely  co-ordinated  with  the  operations 
of  the  Equipment  and  Engineering  Departments,  The  present  arrangement  which 
groups  it  with  the  Personnel  Department  is  an  unusual  one.  There  is  no 
direct  relationship  between  the  functions  of  those  two  departments.  The 
arrangement  appears  to  have  been  made  so  that  the  administrative  talents 
of  the  individual  heading  the  Administration  Unit  could  be  used  in  the 
development  of  a  relatively  new  program  for  controlling  supply  material 
inventories  and  reducing  purchase  costs  of  such  materials.  When  this  has 
been  accomplished  there  should  be  no  need  to  continue  the  arrangement.  In 
the  long  run  maximum  benefits  should  be  obtained  from  the  control  program 
if  the  Department  forms  part  of  the  Operations  Branch. 

Engineering  Department 

The  proposed  transfer  of  all  maintenance  and  actual  con¬ 
struction  activities  from  the  Engineering  Department  would  mean  that  the 
senior  engineering  staff  of  the  department  would  be  freed  of  responsibility 
for  direct  supervision  of  such  work  and  would  consequently  be  better  able 
to  deal  with  the  important  rapid  transit  program.  The  department  would^ 
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of  course,  continue  to  be  responsible  for  all  phases  of  the  design, 
specification,  cost  estimating  and  construction  supervision  work  that  is 
now  carried  on  by  its  actual  engineering  personnel. 

Finance  Branch 

To  enable  the  Commission  to  deal  effectively  with  the  important 
expansion  in  operations  and  changes  in  facilities  which  can  now  be  forseen 
it  will  need  to  anticipate  and  plan  its  financial  position  with  great  care 
and  over  extended  periods  *  It  will  also  be  necessary  to  inter-relate 
financial  planning  and  service  planning  very  closely  to  ensure  that  the 
Commission  will  be  able  to  finance  the  heavy  capital  expenditures  that  will 
be  required  as  rapid  transit  facilities  are  acquired,,  For  that  purpose  the 
organization  should  include  a  senior  financial  executive  who  would  be  freed 
of  duties  relating  to  detailed  direction  of  accounting  work  so  that  a  large 
part  of  his  time  can  be  devoted  to  the  above  matters. 

To  achieve  this  result  we  recommend  the  formation  of  a  Finance 
Branch  which  would  be  headed  by  a  Director  of  Finance,  The  Finance  Branch 
would  include  two  departments  -  a  Treasury  Department  and  an  Accounting 
Department,  headed  by  a  Treasurer  and  a  Comptroller  respectively.  These 
two  departments  would  divide  the  work  done  within  the  present  Treasury 
Department.  The  Director  of  Finance  would  be  responsible  for  general 
supervision  of  the  activities  of  both  departments  but  would  be  relieved 
of  detailed  day  to  day  work. 

A  division  of  the  present  Treasury  Department's  work  between 
separate  Treasury  and  Accounting  Departments  was  recommended  in  a  report 
dealing  with  Treasury  Department  operations  submitted  in  1955  by  Price 
Waterhouse  and  Company,  That  report  recommended  the  formation  of  separate 
departments,  each  responsible  to  the  General  Manager.  Up  to  this  time  the 
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TORONTO  TRANSIT  COMMISSION 


PLAN  OF  ORGANIZATION  SHOWING  RECOMMENDED  BRANCHES, 

NEW  DEPARTMENTAL  UNITS  AND  LINES  OF  RESPONSIBILITY  BETWEEN  UNITS 
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recommendation  has  not  been  fully  implemented  although  some  of  the 
objectives  of  the  proposal  have  been  accomplished.  The  Treasurer  and 
Assistant  Treasurer  now  direct,  individually,  the  work  of  two  separate 
areas  within  the  department.  This  arrangement  provides  a  satisfactory 
basis  for  dealing  with  administration  of  detail  work.  It  will  not  meet 
future  requirements  adequately,  however. 

Other  Branches 

We  recommend  that  the  term  branch  also  be  used  to  identify 
other  units  of  the  organization  reporting  directly  to  the  General  Manager 
and  that  these  units  be  an  Engineering  Branch,  an  Administration  Branch,  a 
Service  Planning  Branch,  a  Secretarial  and  Public  Information  Branch  and  a 
Legal  Branch.  Each  of  these  corresponds  to  an  existing  unit.  The  use  of  the 
more  descriptive  term  Service  Planning  Branch  is  suggested  to  identify  the 
present  Development  Unit.  Except  in  the  case  of  the  Engineering  and 
Administration  Branches  each  would  be  responsible  for  the  functions  assigned 
to  the  present  unit. 

Exhibit  2  facing  this  page  charts  the  plan  of  organization 
that  is  recommended.  It  shows  the  new  organizational  units  that  are  proposed 
and  the  lines  of  responsibility  between  different  units.  It  also  indicates 
suggested  job  titles  for  the  officials  heading  each  branch  and  department. 

It  will  be  seen  that  we  have  omitted  broken  lines  to  indicate  channels  of 
communication  between  the  Commission  itself  and  particular  branches  of  the 
operating  organization.  We  do  not  believe  these  need  formal  identification. 

2.  Methods  of  Operation 

We  found  that  the  methods,  procedures  and  systems  used  by 
the  various  departments  are  in  general  well  planned,  up-to-date  and  effective. 
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Total  miles  operated 
Cost  per  mile 


Total  mile6  operated 
Cost  per  mile 


Total  miles  operated 
Cost  per  mile 


Total  miles  operated 
Cost  per  mile 


COMPARISONS  OF  DIRECT  OPERATING  COSTS  PER  VEHICLE  MILE  OPERATED 
ON  TRANSIT  SERVICES  FOR  THE  YEAR  1955 


(l)  Street  Car  Services 


T.T.C. 

System 

System 

System 

System 

System 

System 

A 

B 

C 

D 

E 

24,636,000 

7,894,000 

4,895,000 

19,582,000 

35,522,000 

11,519,000 

SO. 60^ 

55 . 504 

58.204 

61.204 

63.504 

86.904 

(2)  Trolley  Coach  Services 

System 

System 

System 

T.T-C. 

System 

System 

System 

A 

B 

C 

System 

D 

E 

F 

3,123,000 

4,601,000 

4,452,000 

3,885,000  | 

7,835,000 

2,266,000 

3,637,000 

35.724 

40-474 

41.144 

42.404  | 

42.83 4 

43.344 

43.764 

(3)  Motor  Bus  Services 

System 

System 

System 

System 

T.T.C. 

System 

System 

A 

B 

C 

D 

System 

E 

F 

18, 888, 000 

12,835,000 

26,567,000 

6,171,000 

12,971,000 

28,266,000 

53,132,000 

36.404 

36.904 

37.654 

39.474 

43.014 

43.354 

43.534 

(4)  Rapid  Transit  Services 

System 

T.T.C. 

System 

System 

A 

System 

B 

C 

43,667,000 

5,598,000 

299,433,000 

17,326,000 

46.804 

48.00 

55.104 

59.354 

Note:  Costs  shown  exclude  all  administrative  depreciation  and  interest  expense. 
A  system  is  not  identified  by  the  same  code  letter  for  all  services. 


System 

G 

12,178,00 

47.944 


System 

G 

27,398,000 

43.794 


System 

H 

18,827,000 

48.344 

System 

89,066,000 

48.304 


* 

Under  subsequent  headings  in  this  section  of  our  report  we  recommend 
certain  additions  to,  or  changes  in  procedures  that  would  contribute 
to  improved  operating  results.  However*  we  do  not  recommend  any  major 
changes  in  present  practices. 

We  found  that  the  senior  officials  and  supervisory  staff 
keep  themselves  informed  as  to  technical  progress  in  the  areas  for  which 
they  are  responsible.  We  noted  that  minor  changes  in  methods*  leading 
to  more  effective  operation  or  reduced  cost,  are  being  made  constantly 
in  almost  all  sections. 

In  order  to  establish  some  independent  measure  of  the 
effectiveness  of  present  operating  methods  we  analysed  certain  costs  of 
operation  for  the  year  1955  and  compared  them  with  similar  costs  for  a 
number  of  other  comparable  transit  systems  on  this  continent.  These  data 
are  set  out  in  Exhibit  3  facing  this  page.  The  data  show  only  direct 
operating  cost  figures.  They  exclude  depreciation  and  other  such  charges 
as  may  be  established  in  an  arbitrary  manner.  They  also  exclude  administrative 
overhead  charges,  interest  paid  on  borrowed  funds,  etc.  The  data  are  expressed 
on  a  per-vehicle-mile  basis  to  permit  comparison  between  systems  that  differ 
in  size. 

The  figures  for  systems  of  other  cities  are  identified  only 
by  a  letter  of  the  alphabet.  The  data  which  we  have  used  in  making  the 
comparisons  were  obtained  from  figures  supplied  in  confidence  by  the 
respective  systems  to  the  American  Transit  Association. 

In  using  the  figures  to  compare  the  operating  effectiveness 
of  the  Commission’s  organization  with  that  of  other  transit  systems  the 
following  qualifications  must  be  borne  in  mind? 

(±)  Methods  of  recording  and  allocating  operating  expenses  and 
mileages  vary  from  systan  to  system  and  there  is  no  way  of 
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being  certain  that  the  figures  which  we  have  used  are  wholly 
comparable  in  all  cases. 

(ii)  Basic  conditions  which  affect  operating  costs  but  which  are  beyond 
the  control  of  the  transit  system  vary  among  municipalities . 

These  include  traffic  conditions,  the  geography  of  the  area 
served,  wage-rate  levels,  material  price  levels  and  other  such 
factors. 

(iii)  The  standards  of  vehicle  upkeep  in  terms  of  cleanliness,  appearance 
etc.,  maintained  by  different  systems  vary  considerably.  In  this 
connection  it  is  generally  agreed  that  the  Commission's  standards 
are  higher  than  those  of  most  other  systems. 

Because  of  such  factors  the  comparisons  cannot  be  considered 
to  provide  a  precise  measure  of  the  operating  practices  of  the  respective 
systems.  However,  we  believe  that  they  do  give  a  rough  indication  of 
operating  effectiveness. 

It  will  be  noted  that  in  two  of  the  vehicle  groups  -  street  car 
and  rapid  transit  operations  -  the  Commission' s  costs  per  vehicle  mile  are 
lower  than,  or  approximately  equal  to  the  lowest  cost  of  any  of  the  other 
systems  included  in  the  comparison.  In  the  case  of  bus  and  trolley  coach 
operations,  the  Commission's  costs  approximate  the  average  of  those  shown 
for  other  systems.  These  comparisons  justify  the  conclusion  that  the 
operating  methods  of  the  Commission  compare  favourably  with  those  of  other 
systems.  This  is  particularly  the  case  if  standards  of  vehicle  upkeep  are 
taken  into  account,  since  it  is  generally  recognized  that  T.T,C.  equipment 
is  kept  in  better  and  more  attractive  condition  than  is  that  of  most  other 
syst ems. 

3.  Bjtting  Vehicle  Services  to  Traffic  Needs 

During  our  study  w e  examined,  in  considerable  detail,  the 
procedures  used  by  the  Commission  staff  in  maintaining  an  appropriate 
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balance  between  the  amount  of  vehicle  service  that  is  supplied  on  transit 
routes  and  the  traffic  requirements  of  the  individual  routes.  This  is  a 
matter  of  primary  importance.  On  one  hand  failure  to  supply  a  service  offering 
passenger  accommodation  that  is  sufficiently  comfortable  to  be  acceptable , 
and  sufficiently  frequent  to  be  convenient,  encourages  riders  to  find  other 
means  of  transportation.  This  reduces  revenues  and  imposes  further  limitation 
on  the  standard  of  service  that  can  be  offered  to  the  remaining  passengers. 

On  the  other  hand,  the  high  costs  of  operating  vehicles  prohibit  their  use 
at  acceptable  rates  of  fare  unless  reasonably  heavy  loads  can  be  carried. 

The  Commission  staff  must  deal  with  the  problem  of  maintaining 
a  practical  balance  throughout  a  system  which  now  includes  76  different 
individual  routes.  The  procedures  they  use  for  doing  so  include  the  followings 

1.  -tiach  year  a  budget  of  vehicle  mileage  to  be  operated  during  the  year  is 

prepared*  The  budget  sets  out  the  mileage  figures  for  each  type  of 
vehicle,  i.e.  street  car,  bus,  subway,  etc.,  on  a  month  by  month 
basis  throughout  the  year.  The  figures  established  represent  the 
mileages  which  the  system  as  a  whole  can  afford  to  operate  on  the 
basis  of  anticipated  total  revenues  and  operating  expenses  for  the 
year.  They  provide  a  framework  within  which  schedules  of  vehicle 
services  for  individual  routes  must  be  planned  and  controlled  during 
the  year. 

2.  The  direct  responsibility  for  arranging  the  operation  of  vehicle  service 

on  the  individual  routes,  and  adjusting  it  to  meet  changes  in  traffic- 
demands,  is  assigned  to  and  shared  by  three  groups.  The  Research 
Department  is  responsible  for  making  studies  of  service  needs  in 
the  suburban  zones.  The  Operating  Divisions  of  the  Transportation 
Department  are  responsible  for  continual  observation  of  service  needs 
on  routes  included  in  their  individual  divisions,  for  recommending 


changes  in  scheduled  service  to  meet  changes  in  those  needs,  and 
for  supplementing  scheduled  service  with  extra  vehicles  when 
necessary o  The  Schedules  Department  is  responsible  for  co¬ 
ordinating  the  recommendations,  of  the  other  two  groups  and 
designing  schedules  of  service  for  all  routes  that  will  meet  the 
current  needs  of  the  individual  routes*  All  proposals  for  changes 
in  scheduled  service  are  submitted  to  the  Service  Change  Committee 
for  review*  Changes  which  are  approved  by  that  group  are  recommended 
to  the  general  manager  for  his  authorization*  In  cases  where  the 
change  will  have  a  significant  effect  on  service  he  in  turn  refers 
the  proposal  to  the  Commission* 

3.  All  personnel  concerned  with  the  development  of  schedule  recommendations 
are  guided  by  certain  general  rules  relating  to  service  supplied* 
These  rules  concern  the  minimum  frequency  of  service  which  is  con¬ 
sidered  to  be  suitable  on  different  types  of  routes,  and  the  maximum 
vehicle  loads  which  are  considered  to  be  acceptable*  They  are  used 
as  basic  guides  only  and  not  rigidly  applied*  In  fact  it  is  seldom 
that  all  can  be  satisfied  fully  in  any  one  case* 

4*  The  senior  officials  exercise  broad  control  over  the  work  of  the  three 

groups  immediately  concerned  with  fitting  service  to  traffic  needs* 
Their  sources  of  information  for  doing  so  are  various  reports  which 
record  numbers  of  vehicles  in  use,  compare  actual  vehicle  mileage 
figures  with  budgeted  mileages  for  the  systan  as  a  whole,  compare 
mileage  by  routes  with  corresponding  figures  for  the  previous  year, 
record  fares  received  per  mile  of  operation  by  routes  etc* 

To  test  the  effectiveness  of  the  above  methods  of  controlling 
service  we  made  a  detailed  analysis  of  the  service  situation  that  existed 
from  time  to  time  on  each  of  some  20  different  routes  during  the  years 
1955  and  1956.  The  analysis  was  designed  to  assess  the  level  of  service 
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supplied  on  each  route  in  measured  relationship  to  traffic  demands.  At  present- 
no  reports  that  disclose  this  information  are  being  prepared  regularly.  The 
only  regular  reports  which  tend  to  reveal  the  relationship  are  those  giving 
figures  showing  fares  received  per  vehicle  mile.  These  can  be  highly  mis¬ 
leading  because  they  fail  to  take  account  of  the  number  of  passengers 
travelling  on  transfers. 

The  component  data  used  in  our  analysis  were  already  available. 

They  are: 

(1)  Figures  showing  the  actual  number  of  passengers  riding  in  the  vehicles 

operated  on  a  route  when  those  vehicles  reach  the  point  of  maximum 
load  on  the  route. 

(2)  A  set  of  prescribed  standard  passenger  load  per  vehicle  figures. 

Passenger  count  studies  are  made  about  once  per  month  on  all 
central  zone  routes  and  somewhat  less  frequently  on  suburban  zone  routes. 

In  these  studies  the  number  of  vehicles  reaching  the  point  of  maximum  load, 
and  the  number  of  passengers  riding  in  each  vehicle  as  it  reaches  that  point, 
are  recorded  throughout  a  full  day.  The  standard  vehicle  loads  are  based  on 
consideration  of  the  capacity  of  the  vehicle  concerned  and  the  extent  to  which 
that  capacity  can  be  used  to  provide  acceptable  passenger  accommodation  under 
the  widely  different  circumstances  encountered  during  a  normal  week  day.  Thus, 
for  any  vehicle  the  Commission  establishes  a  different  load  standard  for  off 
peak  hours  and  for  separate  portions  of  the  two  daily  rush  hour  periods 0 

In  our  analysis  we  used  these  data  to  compute  a  series  of 
service  indexes  for  each  day  on  which  a  passenger  count  was  made  on  the 
different  routes  we  included  in  our  study.  Using  the  count  of  vehicles 
reaching  the  count  point  during  a  prescribed  portion  of  the  day,  and  the 
appropriate  standard  load  per  vehicle,  we  calculated  the  standard  passenger 
accommodation  supplied  by  the  vehicle  service  that  was  operated  in  that  period. 
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This  figure  was  then  related  to  the  count  of  passengers  actually  carried 
by  the  vehicles  in  the  period,,  The  relationship  of  accommodation  to 
passengers  was  expressed  in  percentage  ratio 0  Thus  when  total  accommodation 
at  standard  loads  exceeded  the  total  of  passengers  carried  a  service  ratio 
in  excess  of  100$  was  obtained  and  service  was  shown  to  be  better  than 
standard o  When  total  accommodation  was  less  than  the  total  of  actual 
passengers  a  service  ratio  below  100$  resulted  and  service  was  shown  to  be 
poorer  than  standard,, 

A  separate  service  ratio  was  computed  for  each  of  six  separate 
periods  in  the  day,  The  periods  were  the  following? 

1*  The  half  hour  interval  of  maximum  traffic  volume  in  the  morning  rush  period „ 

2,  The  full  morning  rush  period, 

3,  The  half  hour  interval  of  maximum  traffic  volume  in  the  evening  rush  period,, 

4,  The  full  evening  rush  period , 

5,  The  one  hour  interval  of  maximum  traffic  volume  in  off  peak  hours „ 

6,  The  full  off  peak  period 0 

Our  examination  showed  that  the  situation  existing  in  each  of 
these  periods  must  be  analyzed  separately  because*  in  some  cases,,  distinctly 
different  traffic  conditions  are  encountered  in  each  period* 

By  computing  the  above  set  of  ratios  for  each  day  on  which  a 
passenger  count  was  taken  we  developed,,  for  each  of  the  separate  routes 
included  in  the  study*  a  progressive  record  of  the  level  of  service  that  was 
supplied  from  time  to  time  during  1955  and  1956*  We  also  totalled  standard 
accommodation  and  passenger  figures  from  the  most  recent  counts  on  the  separate 
routes  and  used  these  totals  to  obtain  overall  ratios  for  three  groups  of 
routes  representing  different  types  of  operations. 

Much  significant  information  was  obtained  from  the  analysis. 

It  showed  that  present  procedures  and  records  are  falling  to  bring  to  attention 
all  of  the  facts  which  need  to  be  considered  in  controlling  vehicle  service. 
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As  a  result  some  opportunities  to  adjust  services  and  keep  accommodation  more 
closely  in  line  with  traffic  needs  are  missed.  The  facts  disclosed  by  the 
analysis  indicated  that  regular  examination  of  the  service  situation  on  all 
routes  through  the  calculation  of  service  indexes  could  be  expected  to  lead 
to  improved  control  of  vehicle  service. 

It  must  be  noted  that  when  ratios  of  this  kind  are  used  to 
measure  the  service  situation  a  precise  fit  between  standard  accommodation  and 
actual  passenger  load  is  likely  to  be  achieved  only  under  unusual  circumstances. 
There  are  several  reasons  for  this.  Traffic  loads  vary  from  day  to  day  and  the 
Commission  must  tend  to  provide  a  service  that  meets  the  demand  on  days  when 
the  loads  are  above  average.  On  routes  which  employ  a  small  number  of  vehicles 
the  addition  to,  or  withdrawal  from  service  of  a  single  vehicle  will  change  the 
service  ratios  by  a  substantial  amount.  Adherence  to  policies  governing  the 
minimum  frequency  of  vehicle  service  on  a  route  may  prevent  the  operation  of 
a  service  that  is  in  line  with  the  prescribed  load  standards.  The  purpose 
of  the  ratios  is  to  bring  to  light  all  discrepancies  between  actual  service 
and  a  reasonable  standard  and  so  ensure  that  full  consideration  is  given  to 
any  steps  which  can  be  taken  to  minimize  these  discrepancies. 

We  recommend  that  the  system  of  assessing  service  we  employed 
to  be  used  for  regularly  reporting  the  service  situation  on  all  individual 
routes  and  for  appropriate  groups  of  related  routes.  We  have  provided  the 
Commission  with  a  separate  report  outlining  in  detail  a  proposed  method 
for  doing  so.  The  method  recommended  would  supply  all  personnel  responsible 
for  controlling  vehicle  service  with  a  charted  history  of  the  service  indexes 
for  individual  routes  and  groups  of  routes  over  a  period  of  one  to  two  years. 
Individual  route  reports  would  be  brought  up  to  date  each  time  a  route  count 
was  made.  Group  reports  would  be  brought  up  to  date  every  three  months. 
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These  records  would  enable  those  directly  responsible  for 
planning  and  controlling  vehicle  operations  to  study  the  current  and  past 
situation  on  all  routes  in  a  more  orderly  manner  than  is  now  possible*  Thus 
they  would  be  better  able  to  foresee  the  need  for  adjusting  services*  The 
records  would  also  provide  the  senior  officials  with  the  information  which  they 
require  for  periodic  examination  of  scheduling  practices  and  for  reviewing 
service  policies* 

4*  The  Problem  of  Meeting  Rush  Period  Traffic  Demands 

One  of  the  most  difficult  operating  problems  which  the 
Commission  encounters  is  that  created  by  the  wide  difference  that  exists 
between  the  traffic  loads  it  must  handle  during  the  rush  houp  peak  periods 
of  each  week  day  and  the  loads  available  during  off  peak  hours.  This  problem 
and  the  methods  that  have  been  developed  to  assist  in  dealing  with  it  are 
described  in  some  detail  in  the  section  of  the  appendix  to  this  report  which 
outlines  the  operating  methods  of  the  Transportation  Department.  Currently 
an  average  of  almost  three  times  as  many  vehicles  are  put  into  service  during 
the  rush  period  peak  as  are  used  at  mid-day.  This  spread  in  demand  for  service 
has  been  increasing  in  recent  years  as  is  demonstrated  by  comparison  of  the 
following  figures  that  have  been  obtained  from  the  Commission's  recordss 


No.  of  Vehicles 
in  Service 

Percentage 

Increase 

1950  to  1956 

1950 

1956 

Average  Number  of  Vehicles  in 
Service  at  Mid-day 

451 

474 

b% 

Average  Number  of  Vehicles  in 
Service  at  Peak  Rush  Period 

1,101 

1?  336 

25% 

It  will  be  seen  that  In  the  six  years  since  1950  the  total 
number  of  vehicles  in  service  at  mid-day  has  risen  by  only  5%  despite  the 
fact  that  the  area  served  by  the  Commission  has  expanded  during  that  period. 
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In  comparison  to  this  situation  the  number  of  vehicles  put  in  service  to  meet 
rush  period  peaks  has  increased  by  23$.  This  increase  has  taken  place  progress- 
ively  through  the  six  years. 

The  extent  of  a  rush  period  varies  between  different  routes. 

The  average  duration  of  a  single  period  is  about  2  to  Z\  hours  but  for  some 
routes  it  is  as  short  as  one  hour.  This  means  that  a  large  proportion  of  the 
vehicles  which  must  be  put  in  service  in  a  rush  period  are  actually  needed  on 
the  routes  for  only  2  hours  or  less.  In  the  appendix  to  this  report  we  note 
that  this  situation  creates  extra  wage  costs  in  the  form  of  make-up  pay  and 
overtime  allowances  which  annually  total  some  $250,000,  These  costs  include 
payments  to  vehicle  operators  for  time  not  worked,  payments  of  special  short 
assignment  allowances  and  overtime  premium  to  volunteers.  The  term  volunteer 
identifies  vehicle  operators  who  undertake  operating  work  additional  to  a  normal 
assignment „ 

The  trend  towards  an  accentuated  peak  demand  during  rush  periods 
is  also  being  experienced  in  other  municipalities.  It  appears  to  be  accounted 
for  by  the  tendency  towards  increased  use  of  other  forms  of  transportation  for 
trips  that  are  made  for  purposes  other  than  going  to  work.  It  seems  unlikely 
that  there  will  be  any  improvement  in  the  situation  in  the  future.  In  fact, 
the  spread  in  demand  will  probably  widen. 

Under  these  circumstances  we  recommend  that  the  Commission  and 
its  employees  work  together  to  develop  an  arrangement  which  would  enable  it  to 
use  employees  who  are  normally  engaged  on  other  work  to  serve  as  vehicle 
operators  during  one  rush  period  per  day  or  to  operate  short  interval  special  runs. 
If  an  arrangement  of  this  kind  could  be  introduced,  the  number  of  short  interval 
assignements  which  must  now  be  handled  by  extramen,  and  on  which  large  ex¬ 
penditures  for  unworked  time  are  incurred,  could  be  reduced  substantially,. 

The  arrangement  would  not  limit  the  use  of  volunteers  however. 
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The  arrangement  suggested  would  call  for  the  use  of  certain 
staff  of  the  Equipment  Department,  located  at  the  carhouses  and  garages,  to 
operate  a  single  short  interval  vehicle  assignment  during  their  regular  work 
period  each  day.  They  would  be  trained  as  operators  and  be  paid  at  operator 
rates  for  the  time  they  served  in  that  capacity0  Their  regular  work  in  the 
carhouses  and  garages  would  be  planned  and  arranged  so  that  it  could  be  fitted 
to  the  requirements  of  the  vehicle  schedules 0  This  would  require  a  compre« 
hensive  change  in  the  present  methods  of  programming  vehicle  cleaning  at  the 
carhouses  and  garages*.  It  would  involve  the  transferring  of  most  of  this 
work  from  nightshift  to  day  and  afternoon  shift  opera tionc  Our  review  of  this 
matter  indicated  that  the  change  could  be  made  if  an  appropriate  work  program 
was  carefully  designed*,  The  arrangement  would  lead,  of  course,  to  an  increase 
in  the  numbers  employed  by  the  Equipment  Department  and  a  reduction  of  extra¬ 
man  staff*, 

We  recognize  the  difficulties  that  would  have  to  be  overcome  in 
working  out  such  an  arrangement «  However,  the  cost  benefits  are  so  significant 
as  to  warrant  all  possible  effort  being  made  by  both  the  Commission  and  its 
employees  to  accomplish  that  result „ 

It  i s  not  practical  to  attempt  a  precise  estimate  of  the  cost 
savings  which  would  accrue  from  the  plan  because  the  extra  wage  costs  that  are 
being  incurred  at  present  change  seasonally*.  We  have  developed  an  approximate 
figure  by  making  a  detailed  comparison  of  the  costs  actually  incurred  at  one 
division  on  a  typical  midwinter  day  and  a  typical  summer  day  in  1956  with  those 
which  would  have  been  incurred  had  the  arrangement  been  employed*,  This  analysis 
indicated  that  the  saving  would  total  something  in  the  neighbourhood  of  $100,000 
per  year*  In  practice,  we  believe  the  saving  might  well  exceed  this  figure 
because  the  arrangement  would  permit  the  use  of  work  assignments  that  are 
balanced  more  closely  to  the  actual  peak  needs  of  the  rush  periods. 
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The  type  of  arrangement  that  is  proposed  should,  of  course, 
be  developed  and  tested  first  within  a  single  maintenance  unit  of  one 
division0  Appropriate  procedures  and  methods  would  be  worked  out  at  this 
location  for  subsequent  use  in  other  locations,, 

5 o  Forecasting  Manpower  Requirements  in  the  Transportation  Department 

The  size  of  the  staff  of  vehicle  operators  which  the 
Transportation  Department  must  maintain  for  its  transit  services  changes 
from  one  season  to  another,  as  the  size  of  the  system  grows  and  as  changes 
occur  in  the  type  of  facilities  being  employed 0  In  order  to  operate  its 
services  as  effectively  as  possible  the  department  should  be  able  to  determine, 
within  close  limits,  the  effect  of  such  changes  on  its  staff  needs  well  in 
advance  of  the  time  the  change  occurs,,  An  important  reason  for  this  is  that 
a  relatively  long  training  period  is  required  before  a  new  employee  can  be 
qualified  as  a  vehicle  operator*  The  time  involved  is  from  one  to  three 
months,  depending  upon  whether  or  not  the  employee  is  to  be  qualified  to  handle 
one,  or  more  than  one  type  of  vehicle *  Further,  it  is  not  always  possible 
to  recruit,  quickly,  men  of  the  type  needed  for  training* 

At  present,  the  department  uses  no  method  of  forecasting  its 
needs  that  is  based  on  systematic  analysis  of  future  requirements*  Thus  it 
has  difficulty  in  demonstrating  those  needs  before  they  actually  arise* 

Staff  shortages  have  been  encountered,  and  at  times  the  department  has  been 
unable  to  operate  all  vehicle  runs  called  for  by  the  schedules®  This  condition 
was  met  in  some  divisions  during  the  summer  months  of  1956*  When  the  Yonge 
Street  Subway  was  put  into  operation  in  1954  it  had  the  effect  of  creating 
an  excess  of  staff  during  the  latter  part  of  that  year  in  spite  of  the  fact 
that  some  depletion  of  personnel  had  been  allowed  to  take  place  in  advance* 

As  a  matter  of  policy,  all  hiring  of  new  operators  was  then  discontinued 
until  March  1956 0  Between  that  date  and  the  summer  months  the  department 
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was  unable  to  recruit  and  train  the  numbers  of  new  men  needed  to  man  all 
vehicle  runs  called  for  by  the  summer  schedules*  Situations  that  can  lead 
to  similar  experiences  will  be  encountered  in  the  future,  A  systematic  plan 
is  needed  for  determining  the  staff  required  for  operations  under  conditions 
that  will  be  met  six  to  twelve  months  in  the  future.  We  recommend  the  develop¬ 
ment  of  such  a  plan.  The  main  features  of  a  proposed  plan  are  outlined  here. 

(1)  The  plan  would  provide  for  separate  calculation  of  the  staff 

requirements  of  each  of  the  individual  operating  divisions  of  the 
urban  service.  This  is  necessary  because  there  can  be  little 
movement  of  staff  between  divisions* 

(2)  The  forecast  of  staff  needed  would  be  derived  from  a  forecast  of  vehicle 

miles  to  be  operated  per  week  by  a  division  in  the  period  being 
studied.  The  vehicle  miles  figure  would  determine  the  number  of 
vehicle  hours  to  be  operated  and  hence  the  total  number  of  operator- 
hours  needed  to  man  vehicles*. 

(3)  A  history  of  the  operating  experience  of  each  division  would  be  developed 

from  analysis  of  the  operator  time  sheets  of  the  division.  This 
record  would  be  designed  to  siiow  how  the  several  different  types 
of  work  assignments  that  must  be  considered  separately  had  been 
filled  in  the  past.  It  would  provide  a  factual  basis  for  determin¬ 
ing  the  most  probable  distribution  of  operating  time  between  different 
types  of  assignments  in  any  future  period.  It  would  also  indicate 
how  the  necessary  operator  time  would  have  to  be  supplied, 

(4)  The  above  information  would  be  used  to  calculate  the  size  of  staff 

needed  to  meet  the  operations  planned  for  the  future. 

In  order  to  develop  and  use  a  plan  of  this  kind  it  will  be 
necessary  to  accumulate  certain  data  from  the  operator  time  records  which  are 
not  being  assembled  at  present.  However,  the  data  required  can  be  assembled 
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with  little  additional  clerical  work  if  minor  changes  are  made  in  the  time 
record  forms*  We  have  described  the  form  of  analysis  to  be  made  and  the 
details  of  the  forecasting  procedure  in  a  separate  report  to  the  Commission* 

6,  Control  of  Costs  of  Maintenance  Work 

During  our  review  of  the  Equipment  Department's  operations  we 
visited  each  of  the  units  at  which  maintenance  work  is  done  and  observed 
their  activities*  In  addition*  at  four  of  the  units  we  used  work  sampling 
methods  to  make  brief  studies  to  indicate  the  level  of  labour  utilization 
being  achieyed  at  those  points*  The  studies  revealed  an  average  level  of 
effectiveness  approximating  that  commonly  found  in  similar  work  situations, 
but  below  the  level  normally  attained  where  systematic  work  measurement  has 
been  done  and  control  records  set  up* 

The  total  staff  of  the  Department  engaged  in  maintenance 
activities  numbers  some  1,300  to  1,400  employees*  The  payroll  involved 
amounts  to  some  #4,500,000  to  #5,000,000  per  year,  A  substantial  saving 
in  expense  could  be  realized  from  a  relatively  small  increase  in  output 
per  man-hour* 

We  recommend  that  a  Work  Study  Section  be  added  to  the 
Equipment  Department.  Its  duties  would  include  the  following: 

(i)  Instruct  the  supervisory  personnel  of  the  department's  shops, 

carhouses,  and  garages  in  the  principles  and  techniques  of  motion 
study,  work  simplification  and  work  measurement. 

(ii)  Make  detailed  studies  cf  the  individual  maintenance  operations  for 
the  purpose  of  developing  improved  work  methods  and  establishing 
production  standards* 

(iii)  Use  the  data  obtained  from  the  above  studies  to  develop  more  complete 
arrangements  for  planning  work  programs  and  schedules,  determining 
staff  requirements  and  measuring  productivity* 
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In  the  appendix  to  this  report  we  noted  that  the  supervisors 
of  the  operating  sections  of  the  department  have  been  using  a  simple  form 
of  work  measurement  to  assist  them  in  planning  operations*  However,  their 
opportunities  to  make  detailed  studies  and  develop  control  procedures  are 
limited*  A  separate  group  of  trained  technicians  is  required  to  extend  and 
consolidate  the  work  that  has  been  initiated* 

The  task  to  be  undertaken  is  a  complex  one  because  a  wide 
variety  of  work  is  done  at  many  of  the  operations*  We  suggest  that  the 
proposed  Work  Measurement  Section  be  staffed  initially  with  two  or  three 
technicians*  At  the  outset  they  should  limit  their  activities  to  making 
studies  within  a  single  area,  carrying  their  work  in  this  area  to  the  point 
where  complete  arrangements  for  measuring  productivity  had  been  established. 
From  that  starting  point  the  measurement  program  should  then  be  extended  and 
the  staff  expanded  progressively* 

7*  Costs  of  Transfer  Forms 

n  iwm  r  r,  ,  -r.  i  „  -  I  i  ■  .  —  . 

In  1956  the  Commission  purchased  a  total  of  some  268,000,000 
transfer  forms  for  the  use  of  street  car,  trolley  coach,  and  bus  passengers 
travelling  on  more  than  one  route  in  the  course  of  a  trip.  At  a  current 
average  cost  of  about  per  1000  forms  the  total  annual  expense  for  transfer 

purchases  is  some  $140,000,  Of  the  total  quantity  of  forms  purchased  in  the 
year  only  some  65$  or  approximately  175,000,000  transfers  were  actually 
issued  to  passengers* 

In  examining  steps  which  might  be  taken  to  reduce  these  costs 
we  first  considered  possible  methods  of  reducing  the  waste  that  is  created 
by  the  purchase  of  50$  to  60$  more  forms  than  are  actually  issued.  The 
waste  results  from  the  fact  that  all  transfers  are  printed  to  show  the  date 
and  the  route  on  which  they  are  issued,  in  order  to  prevent  their  fraudulent 
use.  The  arrangement  accomplishes  that  result  but  imposes  a  high  ratio  of 
waste  because  the  forms  are  usable  only  on  one  day.  An  adequate  supply  of 
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forms  must  be  available  on  any  vehicle  at  all  times  but  the  demand  for  them 
is  subject  to  variation,,  In  consequence  an  over  supply  must  be  provided  to 
ensure  that  peak  requirements  will  be  met,  A  further  cause  of  waste  is  the 
fact  that  in  the  case  of  some  routes  the  minimum  quantity  of  forms  which 
can  be  purchased  (1000  transfers)  is  several  times  greater  than  the  quality 
actually  needed  on  the  route,* 

We  explored  the  possibility  of  adopting  several  different 
methods  of  coding  to  permit  omission  of  both  the  issue  date  and  the  route 
and  so  allow  unissued  transfers  to  be  used  on  some  subsequent  day  or  some 
other  route.  We  were  forced  to  conclude  that  no  arrangement  of  that  kind 
would  protect  the  Commission  adequately  from  the  risk  of  fraudulent  use  of 
transfer  forms.  However  discussion  of  the  matter  with  the  personnel  of  the 
Transportation  Department  brought  to  attention  an  arrangement  which  would 
give  some  reduction  in  waste  as  well  as  yielding  a  substantial  saving  in 
the  costs  of  the  transfer  forms  themselves. 

We  learned  that  the  department  at  one  time  considered  a  plan 
for  providing  a  single  transfer  to  cover  a  group  of  adjacent  routes  and  to 
use  this  form  on  all  routes  of  any  one  group.  This  would  reduce  wastage  on 
routes  for  which  actual  transfer  requirements  are  only  a  small  proportion 
of  the  minimum  that  must  be  purchased.  Investigation  of  the  results  which 
could  be  realized  from  this  plan.,  if  it  is  used  as  widely  as  possible ,  showed 
that  apother  more  important  benefit  would  result  from  it.  It  was  found  that: 

(a)  The  present  total  of  76  different  single  route  transfer  forms  could 

be  reduced  to  a  total  of  36  single  route  and  route  group  forms. 

(b)  This  reduction  in  the  number  of  different  forms  would  reduce  the 

printing  costs.  The  suppliers  estimated  that  they  would  thereby 

be  able  to  reduce  their  price  to  the  Commission  by  5< %  to  10# 

per  1000  forms  purchased.  On  the  basis  of  that  estimate  the 

Commission  would  realize  a  total  price  saving  on  transfer  purchases 
amounting  to  some  ^13^500  to  $26 .,500  per  year. 


37 


(c)  The  reduction  in  waste  on  routes  using  transfers  in  less  than  minimum 
order  lot  quantities  would  be  an  additional  source  of  saving.  It 
is  estimated  that  the  annual  reduction  in  cost  from  this  source 
would  amount  to  $3,000  to  $3,500  per  year.  Thus  a  total  saving 
of  from  $16 ,,500  to  $30,000  per  year  might  be  expected  if  full  use 
was  made  of  this  type  of  transfer. 

A  transfer  form  covering  a  group  of  routes  would  differ  from 
the  present  form  only  in  that  it  would  list  all  routes  in  the  group  rather 
than  carry  the  name  of  a  single  route.  An  example  of  a  proposed  route 
listing  for  one  of  the  route  groups  proposed  by  the  personnel  of  the  transfer 
control  section  of  the  Transportation  Department  is  set  out  below  * 

Example  of  Listing  of  Routes  for  Transfer 
Form  Covering  a  Group  of  Routes 

Dawes  Rd® 

Brimley 

Cliff side 

Don  Mills 

Kennedy 

In  arranging  the  listing  for  any  group  the  first  route 
appearing  on  the  list  would  be  printed  in  a  larger  type  size  than  the 
remainder®  This  would  be  the  route  using  the  largest  number  of  transfers 
of  the  group®  Transfers  used  on  vehicles  operating  on  that  route  would  be 
issued  without  additional  identification®  Forms  used  on  vehicles  operating 
on  other  routes  of  the  group  would  be  punched  to  show  the  route  on  which  they 
were  issued.  This  would  be  done  at  the  divisional  office  of  the  group® 

8.  Extension  of  Budget  Controls  to  Cost  Centres 

For  many  years  the  Commission  has  us  ed  a  comprehensive  budget 
system  and  related  cost  accounting  procedures  to  plan  and  subsequently  control 
its  operating  expenditures®  The  system  in  use  establishes  budgets  for,  and 
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distributes  actual  expenditures  among  the  different  departmental  units  of  the 
organization  It  is  designed  to  provide  a  basis  for  determining  the  costs  of 
operation  of  the  various  main  types  of  vehicles  employed  in  the  system  as 
well  as  to  provide  for  the  contpol  of  those  and  other  costs®  Vehicle  cost 
information  of  this  type  is  essential  for  planning  revisions  in  and  addition 
to  services  as  well  as  for  anticipating  future  financial  results® 

For  cost  control  use  within  certain  of  the  larger  departments 
the  method  of  analyzing  expenditures  for  budget  purposes  tends  to  limit 
the  usefulness  of  the  system®  This  is  because  expenditures  which  are 
incurred  at  a  number  of  different  operating  points  are  combined  in  a  single 
budget  allowance®  For  example  in  the  case  of  the  Equipment  Department  many 
items  of  expense  which  are  incurred  at  six  different  carhouses  are  grouped 
in  a  single  account  for  budget  purposes®  Control  over  such  expenditures 
would  be  facilitated  if  the  departmental  supervisors  were  supplied  with 
regular  reports  of  expense  at  each  of  the  separate  operating  units* 

The  preparation  of  reports  providing  this  information  would 
provide  some,  but  not  a  significant  increase  in  clerical  work®  We  recommend 
that  the  present  reporting  procedures  be  extended  to  supply  expense  figures 
by  individual  cost  centres®  The  types  of  expense  to  be  dealt  with  by  cost 
centres  should  be  selected  in  accordance  with  the  needs  of  the  different 
departments® 

9 ®  Treasury  Department  Organization  and  Methods 

Earlier  in  this  section  we  recommended  that  separate  Treasury 
and  Accounting  Departments  be  formed  to  divide  the  functions  of  the  present 
Treasury  Department®  This  is  in  line  with  the  recommendation  made  in  1953 
by  Price  Waterhouse  and  Company® 

The  new  Treasury  Department  would  be  composed  of  four  main 
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(1)  The  present  Cash  and  Ticket  Control  Section. 

(2)  The  present  Gray  Coach  Line  Ticket  and  Interline  Accounting 

Section. 

(3)  The  present  Pay  Disbursements  Section. 

(4)  The  present  Insurance  And  Taxes  Section. 

The  remaining  sections  would  form  the  Accounting  Department. 

This  distribution  of  functions  between  the  two  departments  also  follows,  in 
principle,  the  basis  of  division  of  work  that  was  proposed  in  the  Price 
Waterhouse  report. 

Our  examination  of  the  procedures  and  systems  used  in  the 
different  sections  of  the  present  Treasury  Department  disclosed  some 
opportunities  for  simplifying  routines  and  reducing  clerical  work.  We  noted 
that  a  few  of  the  changes  in  procedures  recommended  in  the  Price  Waterhouse 
report  have  still  to  be  adopted.  These  include  the  replacement  of  the  present 
ledger  card  system  for  handling  accounts  payable  with  a  cheque  voucher  system, 
a  change  in  the  system  of  numbering  payable  invoices  and  maintaining  a  register 
of  them  and  a  change  in  the  method  of  preparing  salary  and  pension  payrolls * 

These  changes  should  be  made.  In  addition  we  recommend  the  use  of  improved 
procedures  for  handling  unemployment  insurance  records  of  the  hourly  rated 
employees,  maintaining  the  cash  book  record  of  receipts  and  preparing  cheques 
for  payment  of  sick  benefit  claims.  We  have  set  out  detailed  proposals 
concerning  these  matters  in  a  separate  report  to  the  Commission. 

10,  Summary  of  Findings  and  Recommendations 

'^'his  study  has  shown  that  the  Commission's  organizational 
arrangements  and  operating  procedures  are  generally  in  line  with  these  used 
by  successful  commercial  and  industrial  concerns.  The  duties  and  responsibilities 
of  the  various  units  of  the  organization  have  been  well  defined,  properly 
delegated  and  competently  carried  out.  Relatively  few  opportunities  for 
improvement  in  present  practices  came  to  our  attention.  Those  which  we 
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observed  relate  mainly  to  the  establishment  of  arrangements  and  the  use  of 
procedures  which  will  help  the  Commission  to  deal  with  the  administrative 
problems  that  must  inevitably  accompany  the  expansion  of  its  services  and 
the  changes  in  its  facilities  that  can  now  be  foreseen,,  The  main  recommenda¬ 
tions  which  result  from  the  study  may  be  summarized  briefly  as  follows: 

1.  We  recommend  the  early  adoption  of  certain  changes  in  the  present 
administrative  arrangements  at  the  senior  levels  of  the  operating 
organization. 

(a)  Plan  of  Organization.  We  propose  the  establishment  of  a  formal 
plan  of  staff  organization  that  would  identify  seven  branches 
of  the  organizat ion*  each  repprting  directly  to  the  General 
Manager.  The  separate  branch  units  would  be  Operations,  Finance, 
Engineering,  Administration,  Service  Planning,  Secretarial  and 
Public  Information,  Legal. 

(b)  Operations  Branch.  The  formation  of  a  new  major  unit  of  the 
organization  to  be  known  as  the  Operations  Branch  is  recommended. 

The  Operations  Branch  would  be  composed  of  a  group  of  five 
departments  whose  activities  would  be  concerned  primarily 

with  the  operation  of  current  vehicle  services  and  the  maintenance 
of  operating  facilities  for  those  services*  It  would  be  headed  by 
the  Assistant  General  Manager  who  would  be  relieved  of  administrative 
responsibilities  in  other  areas.  We  believe  the  direction  of  the 
activities  of  this  group  of  departments  will  require  the  full  time 
attention  of  a  senior  executive  and  that  the  Commission* s  formal 
plan  of  organization  should  recognize  this  situation. 

(c)  Finance  Branch „  We  propose  the  formation  of  a  Finance  Branch  which 
would  include  separate  Treasury  and  Accounting  Departments.  The 
branch  would  be  headed  by  a  Director  of  Finance  who  would  be  freed 
of  responsibility  for  day  to  day  administration  of  Treasury  and 
Accounting  work.  The  arrangement  would  provide  the  organization 
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with  a  senior  financial  executive  who  can  devote  a  large  part  of  his 
time  to  detailed  planning  of  the  Commission5  s  financial  position 
over  extended  periods  and  to  ensuring  that  long  range  financial 
considerations  are  taken  into  account  in  service  planning,,  This 
will  be  needed  if  the  Commission  is  to  be  able  to  handle  the 
heavy  capital  outlays  that  must  be  made  in  the  future  without 
encountering  periodic  financial  difficulties. 

(d)  -Engineering  Branch.  We  propose  that  the  Engineering  Department  be 
relieved  of  its  present  responsibility  for  handling  maintenance  and 
actual  construction  work  in  connection  facilities  used  for  current 
operations.  A  new  maintenance  and  Construction  Department  would  be 
formed  to  undertake  those  activities  and  would  become  part  of  the 
proposed  Operations  Branch*,  The  change  would  permit  the  Engineering 
Branch  to  give  its  full  attention  to  actual  engineering  work.  This 
will  be  required  to  enable  the  branch  to  deal  effectively  with  the 
development  of  engineering  plans  for  construction  of  new  rapid  transit 
facilities  and  with  the  supervision  of  construction  of  those  facilities 

2.  We  recommend  the  introduction  of  a  number  of  new  procedures  which  relate  to 
.operating  methods.  They  are  designed  to  supplement  present  practices  and 
to  lead  to  further  economies  or  improved  control  of  operations. 

(a)  Control  of  Service  on  Routes.  We  propose  the  use  of  a  new  method 
of  assessing  the  adequacy  of  the  vehicle  service  being  supplied  on 
individual  transit  routes.  The  proposal  provides  for  regular 
measurement  of  service  against  a  prescribed  standard  and  regular 
reporting  of  this  relationship  to  all  who  are  responsible  for 
controlling  service.  It  should  lead  to  better  control  of  service. 
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(b)  Manning  Vehicles  During  Rush  Hours,  We  recommend  that  the  Commission 
and  its  employees  work  together  to  devise  acceptable  and  proper 
arrangements  for  operating  vehicles  during  rush  hours  with  staff 
normally  engaged  on  other  work*  The  purpose  is  to  increase  the 
flexibility  of  service  that  can  be  supplied  at  rush  hours  and  to 
effect  economies  by  avoiding  costs  of  unused  time  on  the  part  of 
vehicle  operators* 

(c)  Forecasting  Operator  Staff  Requirements*  We  propose  the  regular 
use  of  a  systematic  procedure  for  forecasting  the  size  of  the  staff 
of  vehicle  operators  required  at  the  Commission's  different  operating 
divisions*  The  procedure  suggested  would  permit  reasonably  accurate 
forecasts  to  be  made  for  periods  six  to  twelve  months  in  the  future* 

Its  use  would  provide  an  improved  basis  for  controlling  staff  size 

in  accordance  with  actual  needs* 

(d)  Control  of  Manpower  on  Maintenance  Work*  We  recommend  the  establishment 
of  a  fully  competent  work  measurement  section  in  the  Equipment  Department* 
The  section  would  be  responsible  for  studying  the  job  methods  in  complete 
detail  and  extending  the  use  of  job  standards  for  planning  and  controlling 
maintenance  operations* 

(e)  Costs  of  Transfer  Forms*  The  introduction  of  a  change  in  certain 
transfer  forms  is  proposed*  This  change  was  contemplated  some  time 
ago  by  the  Commission  staff  but  possible  benefits  had  not  been 
explored  fully*  It  should  reduce  the  total  cost  of  all  transfers 
used  by  some  10$  to  20 $* 

(f)  Extension  of  Budget  Controls*  Extension  of  the  present  budget  control 
system  to. provide  for  recording  expenditures  by  an  increased  number 

of  individual  operating  centres  is  recommended* 


-Jf. 
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(g)  Treasury  Department  Procedures,  Several  recommendations  relating 
to  detailed  clerical  procedures  used  in  the  present  Treasury- 
Department  are  made.  In  addition  a  proposed  basis  for  dividing 
the  work  of  that  department  between  separate  Treasury  and  Accounting 


Department  is  set  out. 
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SECTION  III 

FINANCING  RAPID  TRANSIT  FACILITIES 

The  terms  of  reference  appointing  us  to  make  a  study  of  the 
Toronto  Transit  Commission  required  us  to  report  specifically  on  the  following 
matters  § 

!!To  review  the  financing  of  the  undertakings  of  the  Commission  and  to  recommend 
the  part,  if  any,  of  the  outstanding  debenture  debt  of  the  Commission 
resulting  from  the  construction  of  the  Yonge  Street  subway  which  should 
be  assumed  by  the  Metropolitan  Corporation  and  to  report  the  basis  upon 
which  such  recommendations  are  made0 

"To  study  and  make  recommendation  with  respect  to  the  portion,  if  any,  of  the 
capital  debt  which  may  be  created  in  connection  with  further  extensions 
of  the  Commission"  s  rapid  transit  system  which  should  be  assumed  by  the 
Metropolitan  Corporation  with  an  indication  of  the  basis  upon  which  such 
recommendations  are  made*" 

In  this  connection,  we  have  reviewed  the  preliminary  report 

* 

on  the  East-West  Rapid  Transit  and  Expressway  prepared  by  the  Metropolitan 
Planning  Board  in  May,  1956,  and  the  report  of  Mr*  Norman  Wilson  on  the  Bloor- 
University  Rapid  Transit  Subway  dated  January  29,  1957,  and  have  drawn  on  the 
information  contained  in  these  reports  together  with  our  own  studies  of  the 
financial  position  of  the  Commission  in  reaching  our  conclusions »  The  matters 
considered  and  the  conclusions  reached  are  set  out  in  the  following  orders 

1»  The  position  of  the  Municipality  of  Metropolitan  Toronto  in  connection 

with  transporta ti on e 

2*  The  importance  of  public  transportation* 

3,  The  responsibilities  of  the  Commission* 

4*  Financial  record  of  the  Commission* 

5,  Projection  of  population,  traffic  and  capital  expenditures* 
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6,  Projections  of  future  operating  results, 

7.  Recommended  plan  for  sharing  the  capital  cost  of  Rapid  Transit  Facilities, 

80  Summary, 

1*  The  position  of  The  Municipality  of  Metropolitan 
Toronto  in  Connection  with  Transportation 

The  Municipality  of  Metropolitan  Toronto  has  a  responsibility 

to  provide  the  facilities  required  to  permit  the  movenent  of  an  increasing 

population.  The  population  of  the  Municipality  of  Metropolitan  Toronto  during 

the  seven  year  period  1948  to  1955  increased  at  an  average  rate  of  or  45,000 

persons  per  year.  It  is  estimated  that  the  population  of  the  area  will  increase 

in  twenty -five  years  from  its  1956  level  of  1*3  million  to  2.3  million  while  that 

of  the  surrounding  communities  will  increase  during  the  same  period  from  about 

100,000  to  close  to  half  a  million. 

The  Municipality  will  be  called  on  to  provide  facilities  for  the 

use  of  private  automobiles  and  commercial  vehicles  and  also  to  ensure  that  an 

efficient  public  transportation  system  is  operated. 

Under  the  provisions  of  Bill  80  passed  by  the  Provincial 

Legislature  of  Ontario,  the  responsibility  for  providing  public  transportation 

has  been  given  to  the  Toronto  Transit  Commission.  It  is  apparent,  however,  that 

the  Municipality  cannot  ignore  this  problem  and  if  the  Commission  is  unable  to 

carry  out  its  obligations,  it  will  be  necessary  for  the  Municipality  to  assist 

in  working  out  alternative  arrangements* 

2*  The  Importance  of  Public  Transportation 

The  Metropolitan  Planning  Board  in  its  preliminary  report  on 
the  East-West  Rapid  Transit  and  Expressway  prepared  for  the  Municipality  of 
Metropolitan  Toronto  in  May,  1956,  set  out  in  considerable  detail  the  nature 
of  the  transportation  problem  facing  the  Municipality,  In  order  to  place  our 
study  of  the  financial  problem  in  perspective,  we  are  setting  out  below  the 
conclusions  and  recommendations  contained  in  that  report. 
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"l*  The  population  within  the  240  square  miles  of  the  Municipality  of 

Metropolitan  Toronto  is  expected  to  increase  from  1.5  millions  in 
1955  to  2„5  millions  in  1980„  The  population  of  the  entire  Metropolitan 
Planning  Area  is  expected  to  double,  reaching  2,8  millions  in  1980* 

"20  Because  this  population  will  be  spread  out  over  a  vastly  larger  area,  the 
average  length  of  trip  will  increase,,  Consequently,  the  total  travel 
demand,  both  for  persons  and  for  trucks,  will  more  than  double* 

"5,  However,  traffic  in  the  largely  built-up  area  under  consideration  for  the 
construction  of  an  east-west  rapid  transit  line  and  expressway,  will 
increase  at  a  slower  rate  determined  primarily  by  the  increase  in 
employment  inside  the  area, 

"4e  It  is  estimated,  that  employment  in  the  downtown  area  will  increase  from 
145,788  in  1955  to  192,550  in  1980*  In  the  larger  '’intermediate"  area, 
bounded  by  the  railroad  lines  to  Weston  and  along  Dupont  Street  in  the 
west  and  north,  and  the  Don  River  in  the  east,  employment  is  expected 
to  increase  from  311,471  in  1955  to  434,350  in  1980* 

"5e  Total  daily  traffic  demand  at  the  downtown  cordon  is  expected  to  increase 
from  731,380  persons  in  1955  to  950,000  persons  in  1980«  At  the  inter¬ 
mediate  cordon  the  demand  is  expected  to  increase  from  1,325,629  in 
1955,  to  1,950,000  in  1980 0  Truck  traffic  is  expected  to  increase 
at  about  the  same  rate® 

"6o  The  answer  to  the  traffic  problem,  in  the  Toronto  Metropolitan  area  lies 
in  the  development  of  an  integrated  system  for  the  whole  area  in  which 
ordinary  streets  and  roads,  expressways,  surface  transit,  rapid  transit, 
and  suburban  railroads  each  perform  the  role  for  which  they  are  best 
suited* 

"70  The  private  automobile  is  required  for  all  movements  which  are  dispersed 
in  space  and  (or)  in  time  as  well  as  for  all  truck  movements*  Short 
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movements  have  to  proceed  on  ordinary  streets  and  roads*  while  the 
expressways  concentrate  the  longer  movements* 

"8C  Public  transportation  is  feasible  only  where  a  sufficient  number  of 

people  travel  at  the  same  time  in  the  same  direction*  Long  distance 
public  transportation  requires  fast  movement  on  its  own  right-of-way,, 
either  suburban  railroad  or  rapid  transit*, 

"9.  Rapid  Transit  is  warranted  only  for  very  highly  concentrated  movements* 

For  these  it  is  vastly  more  efficient  than  expressways  carrying  40*000 
passengers  per  track  compared  to  2*500  per  expressway  lane*,  The  greatest 
concentration  in  space  occurs  in  the  central  business  district^ 
concentration  in  other  areas  is  dependent  on  surface  feeder  lines  and 
private  cars  bringing  passengers  to  the  rapid  transit  stations „  Subway 
operation  therefore  requires  efficient  surface  transit  and  provision 
of  parking  lots  at  outlying  stations,,  The  greatest  concentration  in 
time  occurs  during  the  morning  and  evening  rush  hours*  occasioned  by 
travel  to  and  from  work* 

”10 o  Concentration  of  travel  at  peak  hours  has  increased  during  the  past  25 
years*  but  appears  to  have  stablizied  at  about  20%  of  all-day  travel 
in  each  di recti onc  As  employment  on  the  outskirts  increases*  travel 
to  and  from  work  in  the  reverse  direction  is  bound  to  increase* 

"11*  Public  transportation  serves  primarily  for  the  morning  and  evening  travel 
to  work  which  accounted  in  1955  for  70$  of  all  transit  nders*but  only 
for  20$  of  all  automobile  riders*  The  private  automobile  serves  primarily 
for  shopping*  business*  and  social-recreational  trips  and  for  the  work 
trips  of  all  those  persons  who  use  their  cars  during  their  working  day* 

"12 *  While  the  percentage  of  all  trips  has  been  steadily  increasing  at  the 

expense  of  transit’s  share*  transit  has  held  its  own  in  work  trips  to 
the  central  city*  almost  three-quarters  of  which  were  made  by  transit 
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in  1955.  It  would  be  impossible  to  provide  sufficient  street  and 
parking  space,  if  these  trips  were  to  be  made  by  private  automobile. 

"15.  The  main  purpose  of  the  construction  of  subways  is  to  maintain  and 

strengthen  the  role  of  public  transit.  The  Yonge  Street  subway  has 
demonstrated  that  this  can  be  done*  From  1955  to  1955,  at  the  inter¬ 
mediate  cordon*  transit  passengers  increased  by  10%,  while  auto 
passengers  remained  practically  static j  during  the  peak  hour  transit 
passengers  increased  by  10*000*  or  44%  9  while  automobile  passengers 
showed  a  nominal  decrease* 

"14*  It  is  estimated*  that  with  subway  construction  the  number  of  cars  coming 
into  the  central  city  might  increase  from  200*000  in  1950  to  about 
400*000  in  1980*  but  that  without  additional  subways  they  would  increase 
to  over  500*000*  If  additional  subways  are  not  built*  over  6*000 
additional  parking  spaces  would  be  required  downtown.  Also*  over 
8,000  more  cars  would  come  downtown  during  the  morning  rush  hour, 
requiring  over  18  additional  street  lanes. 

At  the  intermediate  cordon  subways  would  reduce  the  number  of  cars 
during  the  morning  rush  hour  by  over  23,000,  which  otherwise  would 
require  at  least  14  additional  expressway  lanes  or  over  50  additional 
street  lanes. 

”15*  Even  with  subway  construction,  the  number  of  cars  crossing  the  western 
intermediate  cordon  during  the  morning  rush  hour  is  estimated  to 
increase  by  about  17,500  requiring  at  least  10  expressway  lanes. 

Of  these,  4  will  be  provided  at  the  Lakeshore,  but  at  least  one 
additional  6-lane  expressway  will  be  required  between  the  Lakeshore 
and  Highway  #401,  from  the  proposed  extension  of  Highway  #400  to  the 
Don  Valley  Parkway. 
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"16,  While  it  is  vital  for  the  functioning  of  the  Metropolitan  Area  that 

transit  take  a  maximum  of  the  peak  load*  it  is  extremely  uneconomical 
to  utilize  structures*  rolling  stock,  and  personnel  only  during  a  few 
hours  of  the  day0  Therefore*  subway  lines  and  stations  should  be  as  far 
as  possible  so  located  as  to  attract  the  maximum  number  of  riders  also 
at  off-peak  hours 0  This  is  generally  best  achieved  by  building  them 
as  replacements  for  heavily  travelled  existing  street  car  lines*  This 
has  the  additional  advantage  of  maintaining  the  existing  feeder  system 
and  saving  the  cost  of  replacing  outworn  street  car  tracks*  which  on 
Bloor  Street  line  might  cost  close  to  |>£0  millions  in  the  near  future, 
"17.  Therefore*  previous  studies  have  always  proposed  the  construction  of 

east-west  lines  on  Bloor  and  Queen  Streets*  which  carry  about  200*000 
and  150*000  street  car  passengers*  respectively.  About  150*000 
additional  passengers  are  carried  by  other  lines  closely  paralleling 
Queen  Street* 

"18.  However,  analysis  of  available  data  shows  conclusively  that  the  predominent 
demand  for  travel  to  work  is  not  in  strictly  east-west,  but  in  diagonal 
directions*  from  the  residential  areas  in  the  north-east  and  north-west 
to  the  central  business  district.  Any  alignment  must  reconcile  this 
demand  with  the  need  for  improved  service  to  attract  the  off-peak«*hour 
,  demand  now  evident  on  the  Bloor  Street  line, 

"19.  Several  possible  alignments  have  been  presented »  All  of  these  include 

an  extension  of  the  Yonge  Street  line  from  Union  Station  under  University 
Avenue  to  Bloor  Street*  a  subway  on  Bloor  Street  and  Danforth  Avenue  from 
Dundas  to  Coxwell  Streets  (with  one  variant  for  its  central  section)* 
and  a  rapid  transit  line  on  the  centre  strip  of  the  proposed  North-west 
Expressway  from  Wilson  Avenue  to  south  of  St.,  Clair  Avenue,  They  differ 
in  the  location  of  the  southward  extension  of  the  latter  line*  in  the 
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method  of  bringing  passengers  from  Bloor  Street  to  the  central  business 
district  around  Queen  Street,  and  in  proposals  for  a  future  subway  on 
Queen  Street,, 

"SO*  For  the  alignment  of  an  east-west  highway  two  locations  have  been  considered? 
one  close  to  Bloor  Street,  for  part  of  its  length  combined  with  a  subway; 
the  other  on  an  entirely  separate  right-of-way  north  of  Dupont  Street. 

"21„  The  selection  of  the  best  alignment  for  the  rapid  transit  line  and  the 
expressway  depends  on  the  construction  and  operating  costs  of  each 
alternative  and  on  the  volume  and  character  of  the  traffic  demand, 
which  each  will  satisfy „ 

"22*  The  answer  to  this  question  requires  additional  detailed  studies  of  two 
types? 

ac  studies  of  present  and  future  traffic  demand, 

b.  studies  of  cost  of  construction  and  land  acquisition  of 
lines,  stations,  yards  and  parking  areas  for  the  rapid 
transit  lines  and  of  the  main  road  and  of  intersections 
for  the  expressway* 

"23.  Additional  studies  are  required  to  clarify  the  financial  aspects, 

including  type  of  bonds  to  be  issued,  estimates  of  operating  costs  and 
revenues,  and,  if  the  latter  should  show  a  deficit,  exploration  of 
possibilities  to  cover  such  a  deficit. 

"240  However,  the  results  of  the  present  study  are  sufficiently  conclusive 
in  demonstrating  the  need  for  a  subway  line  on  University  Avenue  and 
Bloor  Street,  as  well  as  for  an  east-west  expressway.  It  is  therefore, 
recommended  that  preparation  of  functional  plans  for  these  facilities 
be  started  immediately." 

Mr„  Norman  Wilson  was  asked  by  the  Toronto  Transit  Commission 
to  undertake  the  oversight  and  co-ordination  of  the  studies  leading  to  the 
laying  down  of  a  definite  alignment  and  the  preparation  of  estimates  of 


construction  cost  of  the  proposed  B 1 o  o r «Uni ver sit y  subway  either  separate  from 
or  combined  with  an  east-west  expressway*  He  submitted  his  report  on  these  and 
allied  matters  on  January  29 s  1957*  We  have  used  certain  of  the  information 
contained  in  his  report  in  our  studies* 

3.  The  Responsibilities  of  The  Commission 

The  Toronto  Transit  Commission  was  established  on  January  1, 

1954,  by  Bill  80  of  the  Provincial  Legislature  of  Ontario  to  replace  the  Toronto 
Transportation  Commission  which  was  dissolved  as  of  that  date*  The  duties  and 
powers  of  the  Commission  are  set  out  in  Bill  80,  and  in  broad  terms  are  as  follows 

(a)  To  consolidate  and  co-ordinate  all  forms  of  local  passenger  transportation 

■within  the  Metropolitan  Area,  with  the  exception  of  steam  railways 
and  taxis,  and  to  plan  for  the  future  development  of  such  trans¬ 
portation  so  as  to  serve  best  the  inhabitants  of  the  Metropolitan 
Area* 

(b)  To  establish  new  local  passenger  transportation  services  in  the 

Metropolitan  Area  as  and  when  required  and  to  alter,  curtail  or 
abolish  any  services  if  the  Commission  deems  it  desirable  so  to  do. 

(c)  To  fix  fares  and  establish  fare  zones  so  that  the  revenue  of  the 

Commission  shall  be  sufficient  to  make  all  transportation  facilities 
under  its  control  self-sustaining* 

While,  as  indicated  above,  the  Commission  is  required  to  fix 
fares  and  establish  fare  zones  so  that  the  revenue  of  the  Commission  shall  be 
sufficient  to  make  all  transportation  facilities  under  its  control  self-sustaining 
in  fact  the  ability  of  the  Commission  to  raise  fares  to  meet  its  expenses  is 
to  a  very  large  extent  governed  by  the  acceptability  of  such  fares  to  the  public. 
Experience  in  other  municipalities  has  shown  that  if  fares  are  set  at  too  high 
a  level  passengers  are  lost  and,  in  the  long  run,  revenues  will  fall*  A  balance 
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must  be  maintained  between  the  requirement  for  higher  fares  and  the  danger  of 
lower  revenue  due  to  loss  of  passengers. 

In  much  the  same  wa y,  expenditures  of  the  Commission  are  governed 
by  the  necessity  of  providing  a  quality  of  service  sufficient  to  attract  the 
public.  If  standards  are  allowed  to  fall  below  the  level  acceptable  to  the 
public ,  revenues  will  start  to  drop  as  passengers  find  alternative  means  of 
transportation  and  the  relative  cost  of  transporting  a  passenger  will  increase. 
With  the  present  trend  in  the  growth  of  the  population  in  the  outlying  areas., 
there  is  a  continual  conflict  between  the  necessity  to  provide  the  residents 
with  public  transportation  facilities  and  the  cost  of  such  service  in  areas  of 
widely  dispersed  population.  The  Commission  must  follow  a  course  designed  to 
provide  the  essential  needs  of  the  public  while  protecting  the  other  transit 
riders  and  the  municipality  from  excess  costs. 

While  the  Commission  should  be  expected  to  set  its  fares  at  a 
proper  level  and  to  provide  an  acceptable  standard  of  service,  it  should  not  be 
expected  to  assume  obligations  which  are  beyond  its  capacity  to  perform. 

Up  to  date  the  Commission  has  obtained  funds  for  capital 
expenditures  by  borrowing  through  the  City  of  Toronto  or  the  Municipality  of 
Metropolitan  Toronto  and  up  to  1954  was  able  to  meet  the  interest  charges  and 
repay  the  debts  out  of  its  revenues.  With  the  exception  of  the  Yonge  Street 
Rapid  Transit  System  the  Commission  has  not,  however,  been  required  to  purchase 
the  right -of *-way  over  which  its  vehicles  operate.  The  streets  used  by  the 
vehicles  of  the  Commission  have  been  provided  by  the  Municipalities  at  no  cost 
to  the  Commission,  The  Municipalities  have  therefore  in  common  with  other 
Municipalities  on  the  continent  been  making  a  contribution  towards  the  operation 
of  the  public  transportation  system, 

4,  Financial  record  of  the  Commission 

We  reviewed  the  published  financial  reports  and  the  records  of 
the  Toronto  Transit  Commission  and  its  predecessor  the  Toronto  Transportation 


1921  (4  months) 

1922 

1923 

1924 

1925 

1926 

1927 

1928 

1929 

1930 

Average  for  nine  and  one-third  years 

1931 

1932 

1933 

1934 

1935 

1936 

1937 

1938 

1939 

Average  for  nine  years 

1940 

1941 

1942 

1943 

1944 

1945 

1946 

Average  for  seven  years 

1947 

1948 

1949 

1950 

1951 

1952 

1953 

Average  for  seven  years 

1954 

1955 

1956  (estimate) 

Average  for  three  years 


61,870 
187,145 
189,143 
185, 204 
180, 780 
183,494 
187, 757 
193,643 
206,823 


182,923 

161,623 

147,582 

150,826 

148,716 

150,135 

150,444 

150,572 

154,090 

155,212 

168,147 
193, 608 
238,992 
278,539 
293,800 
303,350 


307, 591 
311,156 
313, 764 
310,425 
302,890 
273,350 


$  4,165 
12,045 
11,986 
11,882 
11,680 
11,936 
11,962 
12,389 
13,201 


320, 250 
312,805 
303,818 
312,291 


TORONTO  TRANSIT  COMMISSION 
:ssor,  the  Toronto  Transporation  Commission) 


1921-1956 


all  amounts  stated  in  thousands 


Passenger  Gross 
fares  operating 

collected  income 


$11, 668 
10, 295 
9,477 
9,667 
9,546 
9,647 
9,675 
9,705 

dif 
$10,800 
12,430 
15,306 
17,756 
18, 718 
19,272 


310,116  19,775 

255,222  $16, 294 


$  2,810 
8,744 
8,362 
8,062 
7,528 
7,641 
7,380 
7,617 
8,275 


199,523  12,739  6,247 

190, 220  $12, 215  I  8,000 


$19, 664 
19,998 
20,343 
20, 177 
22,027 
23,166 

m 

$29,360 

31,269 

54,758 

$51, 796 


$  7,440 
6,370 
5,726 
5,874 
5,749 
5,861 
5,733 
5,788 

da 

$  6,227 
7,044 
8,488 
11,359 
11,476 
12,425 
15,668 
$10, 098 
$15,679 
16,999 
17,844 
18,678 
20, 263 
20, 012 


$27,141 

27,737 

27,967 

$27,615 


3,797 

3,786 

3,942 

3,917 


$4,573 

5,386 

6,818 

6,397 

7,242 

6,847 


During  the  earlier  years  it  was  the  Commission's  ] 
We  have  not  attempted  to  redistribute  these  : 


Net 

perating 

operating 
income 
as  a  * 
of  gross 
operating 
income 

Interest 

charges 

Allowance 

for 

depreciation 

Total 

depreciation 

Interest  and 
depreciation 
as  a  *  of 
gross  operating 

$1,355 

32.5* 

$  568 

$  421 

$  989 

23.7* 

3,301 

27.4 

2,020 

1,017 

3,037 

25.2 

$  46 

3,624 

30.2 

2,294 

1,145 

3,439 

28.7 

40 

3,820 

32.1 

2,422 

1, 286 

3,708 

31.2 

7 

4,152 

35.5 

2,291 

1,783 

4,074 

34.9 

4,295 

36.0 

2,234 

2,038 

4,272 

35.8 

U.4 

4, 582 

38.3 

2,181 

2,310 

4,491 

37.5 

157 

4,772 

38.5 

2,133 

2,390 

4,523 

36.5 

115 

4,926 

37.3 

2,125 

2,363 

4,488 

34.0 

125 

4tf§ 

e* 

m 

2,393 

$1,837 

4,375 

$4,007 

m 

& 

$4,228 

36.2* 

$1,927 

$2,525 

$4,452 

38.2* 

$112 

3,925 

38.1 

1,861 

2,447 

4,308 

41.8 

117 

3,751 

39.6 

1,754 

2,394 

4,148 

43.8 

95 

3,793 

39.2 

1,681 

2,398 

4,079 

42.2 

$3,985 

2,999 

2.499 

1.499 
1,764 
3,154 


21,465  2,861 

$18,706  $2,680 


$2,219 

3,532 


6,791 

$4,181 


40.7 

40.4 


42.3* 

43.3 

44.5 


20.3  * 
15.0 

12.3 
7.4 
8.0 

13.6 

if* 

7.6* 

11.3 

if* 


1,611 

1,518 

1,423 

1,545 


2,447 

2,407 

2,464 

2,634 


4,0 
3,9 
3,897 
3,977 


40.7 

40.2 

41.0 


139 

133 


$1, 163 
1,030 
942 
850 
751 
654 


$2,887 

2,985 

3,221 

2,708 

2!  461 


$4,050 

4,015 

4,163 

3,558 

3*115 


37.5* 

32.3 

27.2 
20.0 
17.9 

16.2 


m  d§  it  41  is*  *i 

£3.985  20. 3i  $  489  $2,039  $2,578  13.1*  $528 


489 

399 

302 

329 

429 

214 


$2, 
2,030 
2,414 
2,467 
2,438 


$1,774 

2,341 

m 


m 

$2,843 

5,567 

3,859 

$3,425 


$2,578 

2,429 

2,716 

2,796 

2,867 

2,576 

m 

$4,617 

5,908 

6,236 

$5,587 


13.1* 

12.1 

13.4 

13.9 

15.0 


M* 

15.7* 

18.9 

is* 


341 

145 

228 

75 

m 

$  42 
67 

a 


.perating  transactions  through  the  surplus  account. 
;  relatively  insignificant. 


310 

119 

108 

137 


d 


m  if*  4!  M  m  if*  4  d> 


1,451 
2,776 
3,105 
4,243 
4,170 
3,727 
$  2,866 
$  1,935 
1,013 

(ici 

653 

dB 

%sj 
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Commission  and  prepared  a  comparative  statement  of  income  and  expenditures  for 
the  years  1921  to  1956  inclusive.  This  statement  is  set  out  on  the  opposite 
page  and  is  summarized  below; 


Average  Annual  In  cor 

(in  thousands 

Net 

operating 
income  as 
percentage 

Gross  Net  of  gross 

operating  Operating  operating  operating 


Year 

income 

expenses 

income 

income 

.921-1930 

$12,213 

$  8,000 

$4,213 

34,5$ 

.931-1939 

9,955 

6,039 

3,916 

39  o  3 

.940-1946 

16,294 

10,098 

6,196 

38.0 

.947-1953 

21,386 

18,706 

2,680 

12.5 

.954-1956 

31,796 

27,615 

4,181 

13.1 

e  and  Expenditures 

of  dollars) 


Interest 
and  dep¬ 
reciation 


| 

Interest 

expense 

Allow¬ 

ance 

for 

depre¬ 

ciation 

as  a 

percentage 
of  gross 
operating 
income 

Net 

income 

Interest  or 
income(loss) 

$2,170 

$1,837 

32.8$ 

$  81 

$  287 

1,597 

2,485 

41.0 

111 

(ss) 

852 

2,743 

22.1 

265 

2,866 

369 

2,303 

12.5 

264 

272 

2,164 

3,423 

17.6 

73 

(1,333) 

period  were; 


The  basic  adult  fares  charged  by  the  Commission  during  this 


September  1,  1921  to  July 
August,  1951  to  June 
July  1,  1954  to  June 
July  1,  1956  to  date 


31,  1951 
30,  1954 
30,  1956 


4  tickets  for  25$  -  6^$ 

3  tickets  for  25$  -  8*333$ 

5  tickets  for  50$  -  10$ 

4  tickets  for  50$  -  12.5$ 


The  financial  history  of  the  Commission  falls  into  five  distinct 
periods  each  of  which  was  influenced  by  different  operating  conditions.  These  are; 
1921-1930  The  period  of  construction  and  expansion 
1931-1939  The  depression  years 
1940-1946  The  war  years 
1947-1955  Post  war  operations 
1954-1956  The  Metropolitan  period 


(a)  The  period  of  construction  and  expansion 

Immediately  following  its  formation 9  the  Commission  was  concerned  with 
taking  over  the  facilities  of  The  Toronto  Street  Railway  and  with  a 
major  program  of  re-equipping*,  During  the  period  the  net  operating 
income  of  the  Commission  averaged  $4,213,000  or  34e5$  of  gross  operating 
income.  The  Commission  financed  its  capital  program  by  borrowing  funds 
through  the  City  of  Toronto.  The  annual  interest  on  the  borrowed  funds 
was  charged  against  income  and  a  charge  was  also  made  for  depreciation 
to  provide  funds  to  repay  the  principal®  The  practice  followed  up  to 
1943  was  to  charge  against  income  as  depreciation  the  principal  repayments 
on  the  borrowing  plus  a  supplementary  provision  of  such  amount  that  the 
combined  total  would  be  sufficient  to  write  off  the  assets  over  their 
useful  lives® 

The  annual  charges  for  interest  and  depreciation  during  the  period  averaged 
$4,007,000  or  32c£$of  gross  operating  income.  After  making  this  deduction 
the  Commission  had  a  small  net  income  during  the  period  I921«1930. 

(b)  The  depression  years 

In  1930  the  number  of  passenger  fares  collected  had  dropped  slightly  from 
the  high  point  reached  in  1929  of  206,823,000.  By  1933  the  number  of 
passenger  fares  collected  had  dropped  to  147,582,000  and  remained  at 
about  150,000,000  until  1939.  This  substantial  drop  resulted  in  the 
gross  operating  income  being  reduced  considerably  during  the  period. 

The  Commission, however,  was  able  to  reduce  its  services  and  costs  and  as  a 
result,  net  operating  income  averaged  $5,916,000  or  59*3$  of  gross 
operating  income®  Interest  charges  declined  steadily  and  combined  interest 
and  depreciation  averaged  $4,082,000  or  41.0$  of  gross  operating  income® 

The  Commission  had  net  losses  in  six  of  the  nine  years  and  the  average 
loss  for  the  period  was  $55,000. 
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(c)  The  war  years 

During  the  war  years  the  number  of  passenger  fares  collected  doubled 
reaching  310,116,000  in  1946,  The  Commission  was  unable  during  the  war 
period  to  maintain  its  previous  standards  of  service  and  postponed 
major  maintenance  projects  until  materials  and  labour  were  available* 

This  resulted  in  net  operating  income  increasing  to  an  average  of 
§6,196,000  during  the  period  or  38.0$  of  gross  operating  income,..  Due 
to  the  Commission’s  inability  to  purchase  new  equipment,  it  did  not 
require  any  new  borrowings,  and  it  was  able  to  pay  off  a  large  proportion 
of  the  existing  debt  thus  reducing  interest  payments*  It  was  also  able 
to  build  up  surplus  funds  which  were  invested  and  provide  the  Coimission 
with  a  substantial  interest  income „  Combined  depreciation  and  interest 
charges  during  the  period  were  considerably  lower  at  §3,595,000  or 
££*1$  of  gross  operating  income*  The  combination  of  all  these  factors 
resulted  in  net  inccme  during  the  period  rising  to  an  average  of 
§£,866,000, 

(d)  Fo  st  war  operations 

Following  the  war  it  was  anticipated  that  there  would  be  a  falling  off  of 
passenger  fares  collected  as  conditions  returned  to  normal*  In  fact 
there  was  no  appreciable  reduction  until  195£a  Gross  operating 
revenue  remained  at  approximately  the  1946  level  of  §19,775,000  until 
1951  when  as  a  result  of  a  fare  increase  it  started  to  rise,  reaching 
§£4,3£6,000  by  1953*  Operating  expenses,  however,  rose  rapidly  from 
§13,668,000  in  1946  to  §£1,465,000  in  1953*  The  result  of  the  rapid 
rise  in  expenses  without  a  corresponding  increase  in  revenues  was  that 
net  operating  income  dropped  sharply  and  averaged  only  §£,680,000  or 
1£»5$  of  gross  operating  income  during  the  period.  At  the  same  time 
interest  payments  steadily  decreased  as  there  was  considerable  delay 


. 
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in  obtaining  the  required  new  equipment  and  in  the  initial  stages 
the  Commission  had  funds  on  hand  for  its  purchases  and  did  not  have 
to  borrow.  Depreciation  remained  fairly  constant  during  the  period* 
Interest  and  depreciation  averaged  only  $2,672,000  or  12*5$  of  gross 
revenue.  In  1950  and  1951  the  Commission  had  net  losses  on  its 
operations  which  were  turned  into  small  profits  in  1952  and  1955  as  a 
result  of  the  fare  increase  introduced  in  1951, 

(e)  The  Metropolitan  period 

In  1954  the  Commission  assumed  the  responsibility  for  providing  trans¬ 
portation  throughout  the  Metropolitan  Area  and  the  same  year  the 
longe  Street  Rapid  Transit  System  came  into  operation.  These  changes 
resulted  in  an  increase  in  the  number  of  passenger  fares  collected  which 
together  with  the  increase  in  fares  in  1954  contributed  to  an  increase 
in  gross  operating  revenue  to  an  average  of  $30,315,000  for  the  years 
1954-1955*  Operating  expenses  during  these  two  years,  however,  rose 
at  an  even  faster  rate  to  an  average  of  $27,439,000  leaving  a  net 
average  operating  income  of  $2,876,000  or  only  9.5$  of  gross  operating 
income* 

While  operating  income  remained  at  about  the  same  dollar  level  as  during 
the  previous  seven  years  (although  it  represented  a  smaller  percentage 
of  gross  operating  inccme)  interest  and  depreciation  doubled  and  averaged 
$5,263,000  during  the  two  years  of  17,6$  of  gross  operating  income. 

The  reason  for  this  substantial  increase  is  discussed  in  some  detail 
below.  The  effect,  however,  of  a  more  or  less  steady  net  operating 
income  and  substantially  higher  interest  and  depreciation  was  to 
eliminate  the  small  profits  shown  in  the  previous  years  and  result  in 
losses  of  $2,356,000  in  1954  and  $2,309,000  in  1955, 

The  fare  increase  on  July  1,  1956,  was  sufficient  in  spite  of  further 
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small  increases  in  operating  expenses,  interest  and  depreciation,  to 
result  in  a  small  profit  for  the  full  1956  year.  Net  operating  income 
should  represent  approximately  19.4$  of  gross  operating  income  in  1956 
and  it  is  expected  that  in  1957,  with  the  fare  increase  in  effect  for 
a  full  year,  it  should  reach  25$. 

A  most  significant  consideration  is  disclosed  by  the  above  review,. 
This  is  the  fact  that  the  Commission’s  ratio  of  net  operating  income  to  gross 
revenue  dropped  very  sharply  after  the  war.  For  25  years,  even  throughout  the 
depression  period,  that  ratio  was  maintained  at  a  relatively  high  level,  viz* 


1921 

-  1930 

34.5$ 

1931 

-  1939 

39.3$ 

1940 

-  1946 

38.0$ 

Following  the  war  it  declined  as  follows  and  is  still  substantially  below 
its  former  level. 


1947 

~  1953 

12.5$ 

1954 

-  1955 

9.5$ 

1956 

interim  figures 

19.5$ 

1957 

anticipated 

23.0$ 

The  ability  of  the  Commission  to  service  the  increasing  debt 
required  to  finance  its  expansion  program  depends  on  its  ability  to  maintain 
this  ratio  at  a  satisfactory  level. 

To  understand  the  financial  difficulties  encountered  in  1954 
and  1955  it  is  necessary  to  review  two  factors  which  contributed  to  the 
situation  that  arose  in  these  years.  The  first  of  these  is  the  effect  of  the 
capital  expenditure  program  undertaken  during  the  post  war  years.  The  second 
is  the  relationship  which  existed  during  those  years  between  rates  of  fare  charged 
by  the  Commission  and  the  main  cost  factors  contributing  to  its  operating 


expenditures . 
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Effect  of  Post  War  Capital  Expenditure  Program 

During  the  seven  years  January  1,  1947  to  December  31,  1953, 
the  financial  position  of  the  Commission  changed  very  considerably  as  funds 
were  invested  in  the  expansion  program  and  in  replacements  of  equipments  which 
had  been  deferred  during  the  war  years,  A  summary  of  the  Commission's  position 
at  January  1,  1947  and  December  31,  1953  is  set  out  below: 


Assets 

January  1,  1947 

December  31,  1953 

Capital  assets 

$51,361,041 

$132,211,234 

Less  reserves  for  depreciation 

41,816,330 

51,320,118 

$  9,544,711 

$  80,891,116 

Cash 

$  2,535,414 

$  12,486,961  A 

Funds  invested 

20,269,650 

1,000,000 

Other  current  assets 

2,478,491 

4,635,186 

<£>25 , 278 , 555 

$  18,122,147 

Other  assets 

$  30,906 

$  1,629,997 

Liabilities 

$34,854,172 

$100,643,260 

Debenture  debt 

$  8,641,385 

$  66,739,323 

Other  liabilities 

4,820,655 

9,100,204 

Reserves  and  surplus 

21,392,132 

24,803,733 

$34,854,172 

$100,643, 260 

A  (While  the  Commission  had  $12,486,961  cash  on  hand  at  December 
31,1953,  this  sum  was  all  required  to  cover  outstanding 
purchase  commitments  for  additional  capital  assets) 


It  is  apparent  that  on  January  1,  1947  the  Commission  had  a 
transportation  system  which  was  almost  fully  depreciated  and  that  it  had 
investments  or  funds  on  hand  with  which  it  could  have  fully  paid  off  all 
indebtedness  and  liabilities* 
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Approximately  #20,000,000  of  the  surplus  of  the  Commission  at 
January  1,  1947  was  accumulated  during  the  period  1940  to  1946  when  its  income 
was  high  and  it  was  prevented  from  expanding  its  services  because  of  wartime 
conditions*  Taking  into  consideration  its  strong  financial  position  in  1946 
the  Commission  decided  to  proceed  with  the  construction  of  the  Yonge  Street 
rapid  transit  system  and  to  apply  the  surplus  funds  of  the  Commission  to  this 
project*  The  accumulated  earnings  from  the  war  period  would,  thereby,  be 
devoted  to  a  project  which  would  benefit  not  only  the  transit  riders  but  also 
the  citizens  at  large  by  clearing  Yonge  Street  and  other  main  streets  to  become 
main  vehicle  traffic  arteries. 

Seven  years  later  the  Commission’s  net  fixed  assets  had  increased 
to  #80,891,000  and  it  had  debentures  outstanding  of  $66,739,000.  The  Commission 
during  this  seven  year  period  spent  approximately  $87,500,000  (including 
$57,000,000  on  the  Yonge  Street  rapid  transit  system)  on  new  equipment  and 
facilities.  The  net  increase  in  capital  assets  shown  by  the  balance  sheet  is 
less  than  this  amount  as  some  of  the  old  equipment  was  disposed  of  and  removed 
from  the  accounts.  The  net  debt  of  the  Commission  rose  by  $58,100,000  during 
this  period  and  the  cash  resources  on  hand  were  committed  to  pay  for  equipment 
ordered* 

The  effect  of  these  capital  expenditures  was  not  fully  felt 
on  the  profit  and  loss  account  of  the  Commission  until  the  Yonge  Street  rapid 
transit  system  was  placed  in  operation  in  1954  because % 

(a)  The  Commission  first  used  its  surplus  cash  to  finance  its  capital 

expenditure  program.  This  resulted  in  some  loss  in  interest 
income  but  had  less  effect  than  if  the  money  had  been  borrowed. 

(b)  During  the  period  of  construction  of  the  Yonge  Street  rapid  transit 

system  interest  on  the  funds  borrowed  to  carry  out  this  program 
was  capitalized  in  accordance  with  accepted  practice  that  interest 
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should  not  be  charged  to  profit  and  loss  account  until  the  assets  are 
placed  in  operation,,  The  total  interest  capitalized  in  this  manner 
amounted  to  <#>2,796,000. 

(c)  No  depreciation  was  charged  to  the  profit  and  loss  account  on  the  new 

assets  until  they  were  placed  in  service.  This  again  is  in  accordance 
with  accepted  practice. 

In  1954  when  these  assets  came  into  use  for  the  first  time,  the  total  of 
all  interest  and  depreciation  charges  increased  by  <#>1,876,000  as 
compared  with  1953.  As  the  assets  were  used  for  only  part  of  the 
year  1954,  their  full  effect  on  operating  results  was  not  felt  until 
1955.  In  that  year  interest  and  depreciation  costs  increased  by  a 
further  $1,291,000  to  bring  the  total  increase  in  such  charges  over 
the  two  years  to  $3,167, 000 # 

Relationship  of  Rate  of  Fare  to  Factors  Determining  Operating  Expenditures 

The  wages  and  benefits  which  the  Commission  pays  to  its  employees 
represent  about  60$  of  its  total  operating  costs.  Consequently,  except  over 
relatively  short  term  periods,  changes  which  occur  in  wage  levels  must  normally 
be  offset  to  a  very  large  extent  by  corresponding  changes  in  the  rate  of  fare 
charged  by  the  Commission.  In  the  table  which  appears  below  we  set  out  certain 
indexes  which  give  a  rough  indication  of  the  changes  that  have  taken  place 
since  1940  both  in  the  level  of  wages  which  the  Commission  has  been  required 
to  pay  to  employees  and  in  the  level  of  prices  it  has  had  to  pay  for  operating 
materials.  In  additiom  we  tabulate  the  basic  rates  of  fare  that  the  Commission 
charged  during  this  period  and  an  index  showing  the  relationship  of  that  rate 


to  the  rate  in  effect  in  1940. 
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Wholesale 

Index  of 

Price 

Average 

Index 

Weekly 

Industrial 

Earnings  for 

Materials 

Toronto 

1940  s  100 

1940  s  100 

1940 

100,0 

100.0 

1945 

126.4 

124.7 

1950 

215*9 

177.4 

1951 

261.1 

197.3 

1952 

22209 

216*2 

1953 

213.8 

228.7 

1954 

206 . 2 

237.5 

1955 

208.2 

245*8 

1956 

219.0 

259*0 

Hourly 

Wage  Rates 
Paid  the 
Commission ' s 
Operators 

Fare 

Charged  by 
Commission 

Index 
of  Fare 
Charged  by 
Commission 

1940  a  100 

in  cents 

1940  -  100 

100 

6.25$ 

100 

131 

6.25 

100 

191 

6.25 

100 

217 

8.333 

133 

228 

8.333 

133 

232 

8.333 

133 

245 

10.00 

160 

251 

10.00 

160 

263 

12.50 

200 

The  table  shows  that  during  the  post  war  period  the  changes  made 
by  the  Commission  in  its  rate  of  fare  did  not  keep  pace  with  changes  in  wage 
rates  and  material  price  levels*  Up  to  the  end  of  1953  the  rate  of  fare  had  been 
increased  over  its  1940  level  by  only  33$  while  wage  and  material  cost  indexes 
had  more  than  doubled.,  Fare  increases  in  1954  and  1956  brought  the  rate  of 
fare  more  into  line  with  these  cost  factors*  However ,  the  indexes  show  that 
fares  still  have  not  risen  to  the  same  extent  as  costs* 

The  Commission  was  able  to  operate  at  abnormally  low  rates  of 
fare  through  the  years  1947  to  1953  because  its  interest  charges  and  depreciation 
were  unusually  low*  Thus  it  could  allow  operating  expenditures  to  absorb  an 
unusually  high  percentage  of  its  gross  operating  revenue*  As  pointed  out  above, 
the  effect  of  the  costs  of  its  post  war  capital  expenditure  program  did  not 
appear  in  the  profit  and  loss  account  until  1954* 

We  obtained  information  as  to  the  fares  being  charged  in  1956 
by  other  transit  systems  in  Canada  and  the  United  States  in  order  to  provide 
a  comparison  of  the  present  fare  level  with  those  in  effect  in  other  municipalitie 


The  majority  of  the  comparable  cities  in  the  United  States  charge  fares  of  from 
15 £  to  20$  compared  with  the  Commission's  fare  of  12^$ .  The  only  Canadian  city 
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of  comparable  size  is  Montreal  where  the  fare  is  also  12^#.  It  is  not  possible 
to  compare  directly  the  fares  in  various  cities  due  to  variations  in  charges 
for  transfers,  fare  zones,  etc.  It  is  fair  to  say,  however,  that  the  fares 
charged  by  the  Commission  are  lower  than  comparable  fares  in  the  United  States. 

As  fares  are  dependent  to  some  extent  on  any  assistance  obtained 
from  the  municipality,  we  also  reviewed  the  arrangements  in  effect  in  comparable 
American  cities  which  operate  rapid  transit  systems.  There  is  no  general 
pattern  followed  in  these  municipalities  in  connection  with  the  financing  of 
rapid  transit  or  covering  the  assistance  which  the  transit  authority  receives 
from  the  municipality 0  The  arrangements  vary  from  those  existing  in  New  York 
where  the  Municipality  pays  large  deficits  on  rapid  transit  operation,  to 
Cleveland  which  operates  a  modified  surface  rapid  transit  system  without 
any  assistance  from  the  municipality  but  at  a  special  22^£  fare.  Our  review 
showed  that  in  all  cases,  other  than  Cleveland,  the  fares  of  systems  operating 
rapid  transit  are  not  set  at  a  level  to  recover  the  full  costs0 


5«  Projection  of  population,  traffic  and 
capital  expenditures 

In  order  to  arrive  at  a  solution  to  the  problems  presented 
in  our  terms  of  reference,  it  has  been  necessary  to  endeavour  to  anticipate 
what  conditions  will  exist  in  the  future  and  what  effect  they  may  have  on  the 
financial  position  of  the  Commission.  In  attempting  to  arrive  at  projections 
of  the  future,  we  have  been  assisted  by  officials  of  the  Commission's  staff 
and  of  the  Metropolitan  Toronto  Planning  Board.  We  discuss  below  a  number 
of  the  main  factors  which  enter  into  any  projection  of  the  future; 

(a)  Forecast  of  population  and  passenger 
fares  to  be  collected 


Officials  of  the  Commission's  staff  and  of  the  Metropolitan  Toronto 
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Planning  Board  have  provided  us  with  their  estimates  of  the  population 
of  the  Metropolitan  Area  and  the  number  of  revenue  passenger  fares 
which  the  Commission  might  expect  to  obtain  in  1980„  The  staff  of 
the  Commission  indicated  how  this  growth  might  occur  during  the 
period  and  we  have  prorated  the  increase  estimated  by  the  officials 
of  the  Metropolitan  Toronto  Planning  Board  evenly  over  the  period. 
These  estimates  are  set  out  belows 

Forecasts  of  number  of 

Forecasts  of  population  passenger  fares  collected 
(in  thousands)  (in  thousands) 


Of fi cials 
of  the 
Commission 

Officials  of 
Metropolitan 
Toronto 
Planning  Board 

Officials 
of  the 
Commission 

Officials  of 
Metropolitan 
Toronto 

Planning  Board 

1957 

1*404 

1*404 

300*000 

300*000 

1960 

1*554 

1*510 

310*000 

320*000 

1965 

1*654 

1*710 

352*000 

352*000 

1970 

1*  754 

1*910 

396*000 

384*000 

1975 

1*954 

2*110 

474*000 

416*000 

1980 

2*154 

2*310 

538*000 

448*000 

It  was  the 

opinion  of  the 

officials  of  both  the 

Commission  and 

the  Planning 

Board  that  the  increase  in  population  would  take  place  mainly  in  the  areas 
not  now  receiving  intensive  public  transit  service, 

A  forecast  of  revenue  passengers  is  extremely  difficult  to  make  as  future 
passenger  volume  will  be  dependent  on  the  course  of  action  followed  by  the 
Metropolitan  Council  in  controlling  the  development  of  present  areas*  density 
of  land  usage*  the  policy  of  development  of  expressways  versus  rapid  transit 
and  numerous  other  matters,, 

It  will  be  seen  that  the  figure  of  passenger  fares  projected  by  the  Commission 
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for  the  years  1980  is  approximately  20%  greater  than  the  projection  of  the 
Metropolitan  Planning  Board.  While  this  discrepancy  is  relatively  large 
it  is  not  sufficiently  important  to  limit  seriously  the  use  of  the  figures 
for  the  purpose  of  reaching  a  conclusion  in  respect  to  the  question  presented 
to  us.  Both  forecasts  anticipate  a  very  large  increase  in  traffic  volume 
over  the  period  covered  and  indicate  that  substantial  additions  to  the 
Commission’ s • present  service  and  facilities  will  be  required.  In  practice 
that  expansion  will  have  to  be  carried  on  progressively  during  the  period, 
and  if  traffic  does  not  develop  the  rate  at  which  capital  expenditures  are 
undertaken  can  be  curtailed. 

For  that  reason  we  used  the  figures  forecast  by  the  Commission  officials  to 
develop  a  projection  of  the  Commission’s  operating  results  through  the 
period.  In  doing  so  we  made  the  basic  assumption  that  "density”  which  is 
the  number  of  fares  collected  per  vehicle  mile  operated  would  remain  fairly 
constant  at  6.6  fares  per  mile. 

The  Commission’s  expenses  are  made  up  of  two  types  of  charges,  those  which 
can  be  varied  directly  with  the  number  of  passengers  to  be  carried  and  those 
which  are  fixed  in  nature  and  so  are  independent  of  passenger  volume.  We 
have  assumed  that  the  Commission’s  variable  expenses  will  be  controlled 
closely  to  balance  with  passenger  volume  through  the  maintenance  of  a 
constant  "density". 

A  major  factor  contributing  to  the  Commission’s  fixed  charges  will  be  interest 
and  depreciation  on  new  additions  to  capital  assets.  If  the  Commission 
undertakes  heavy  capital  expenditures  in  anticipation  of  increased  traffic 
which  is  not  realized  or  maintained  the  effect  of  failure  to  obtain  the 
anticipated  number  of  passenger  fares  collected  could  be  most  important. 

As  noted  above  we  have  assumed  that  new  facilities  will  be  added  on  a 
progressive  basis  and  that  capital  expenditures  will  be  curtailed  if 
passenger  volume  does  not  develop* 
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( b )  future  capital  expenditures 

while  we  are  not  qualified  to  assess  the  need  for  additional  services, 
including  rapid  transit  facilities,  we  requested  the  Commission's 
officials  to  prepare  a  plan  to  provide  for  the  expansion  of  the 
transit  system  based  on  their  forecast  of  the  population  and  revenue 
passengers  set  out  above. 

The  vehicle  mileage  to  be  operated  in  one  year  by  the  various  forms 

of  transit  according  to  this  plan  are  compared  with  the  present  vehicle 
mileages  below s 

Type  of  service  Vehicle  miles  operated  per  year 


1956 

1980 

Rapid  transit 

6,152,000 

37,000,000 

Street  car 

23,465,000 

3,700,000 

Trolley  buses 

3,790,000 

3,800,000 

Buses 

12,793,000 

37,020,000 

46,200,000 

81,520,000 

We  have  discussed  this  plan  at  some  length  with  Mr.  Norman  Wilson 
and  received  his  assurance  that  the  plan  was  a  reasonable  one  on  which  to  base 
our  forecast  although  he  did  not  necessarily  agree  with  the  exact  routing  or 
timing  of  the  future  expansion  of  the  rapid  transit  system.  In  Mr.  Wilson's 
opinion  the  projected  rate  of  expansion  of  the  system  was,  if  anything,  under¬ 
stated. 


It  should  be  noted  that  any  decrease  in  the  rate  of  expansion 
of  rapid  transit  facilities  would  necessitate  an  increase  in  the  mileage 
run  by  other  forms  of  transportation. 

Before  discussing  the  estimated  capital  costs  of  the  proposed 
plan,  it  should  be  pointed  out  that  there  are  certain  costs  in  connection  with 
a  rapid  transit  system  which  are  not  incurred  in  providing  service  by  other 
forms  of  public  transportation,,  These  costs  can  be  described  as  the  right-of- 
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way  costs.  A  public  transportation  system  in  operating  street  cars  or  buses 
shares  the  streets  provided  by  the  Municipality  with  the  automobile  or  truck. 
In  a  comprehensive  plan  for  transportation  for  a  municipality  it  may  be 
advisable  to  provide  public  transportation  with  an  exclusive  right-of-way 
both  to  improve  the  service  provided  by  the  public  transportation  system 
and  to  free  the  roads  for  use  by  cars  and  trucks.  In  the  same  manner, 
the  municipality  may  provide  expressways  to  provide  an  improved  service 
for  automobile  and  truck  traffic,  A  limited  example  of  this  is  the  extension 
to  Queen  Street,  north  of  the  Lakeshcre  Highway,  where  the  Municipality  has 
provided  an  exclusive  right-of-way  for  street  cars  between  the  lanes  for 
motor  traffic* 

Rapid  transit  capital  costs  can  be  divided,  therefore,  into  two 
broad  categories: 

(a)  The  costs  involved  in  acquiring  and  constructing  the  right-of-way 

over  which  the  equipment  will  operate, 

(b)  The  costs  of  the  equipment  necessary  to  operate  the  rapid  transit 

system  including  the  rolling  stock.  These  costs  correspond  to  the 
costs  normally  incurred  by  a  transit  operator  in  connection  with 
surface  transportation. 

These  terms  are  referred  to  frequently  throughout  this  report 
and  to  avoid  misunderstanding,  we  are  setting  out  in  some  detail  below  the 
capital  costs  which  we  have  included  in  the  term  "right-of-way  costs"  and 
those  we  have  included  in  other  rapid  transit  costs: 

Included  in  the  term  "right-of-way  costs"  are  the  following: 

Land  (purchase  or  easements  for  right-of-way)  exclusive  of  shop  and  car 
yard  properties* 

Underground  structures,  including  excavation  and  refill,  and  finish  of 


station  walls  and  floors 
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Underground  and  above  ground  utility  changes  and  restorations. 

Station  buildings  and  station  entrances. 

Lighting  systems  and  electrical  standby  systems. 

Escalators  and  mechanical  and  electrical  equipment,  ventilating  fans, 
pumps,  plumbing,  etc. 

Engineering  including  preliminary  costs  of  planning  and  designing  and 
administrative  charges  connected  with  the  above* 

Included  in  other  costs  are  the  followings 

Car  storage  yards,  shops,  maintenance  facilities,  operating  depots,  etc., 
inclusive  of  land. 

Track  installations* 

Third  rail,  power  cables,  supervisory  control,  etc. 

Signal  and  control  system. 

Station  furnishings,  turnstiles,  barriers  and  fare  collecting  devices, 
concessions  etc. 

Engineering  and  administration  charges  connected  with  the  above  items. 
Rolling  stock. 

The  actual  costs  incurred  in  construction  of  the  Yonge  Street 
Rapid  Transit  System  and  the  estimates  of  the  costs  of  the  proposed  Bloor~ 
University  Subway  contained  in  the  report  of  Mr.  Norman  D.  Wilson  on  that 
subject  to  the  Commission  dated  January  29,  1957  are  summarized  below? 
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Yonge  Street  Rapid 
Transit  System 
Actual  Costs 

Bloor-University 
estimated  costs 

Combined 

costs 

Lengths  of  the  system 
in  miles 

40  39 

9.85 

14c  24 

Right«of»way  costs 

$48,025,000 

$123,349,000 

$171,374,000 

Other  costs  excluding 
rolling  stock 

$  8,063,000 

$  28,901,000 

$  36,964,000 

Rolling  stock 

Initial  expenditures 
Subsequent  expenditures 

9,035,000 

3,425,000 

16,400,000 

13,600,000 

25,435,000 

17,025,000 

Total  other  costs 

$20,523,000 

$  58,901,000 

$  79,424,000 

Total  co  st  of  subway 
system 

$68,548,000 

$182,250,000 

$250,798,000 

In  the  various  plans  for  meeting  the  transportation  problems 
of  the  Municipality  of  Metropolitan  Toronto  different  projections  have  been  made 
of  the  ultimate  requirements  for  rapid  transit  to  keep  pace  with  the  estimated 
growth  in  population «  While  there  is  no  agreed  plan,  these  projections  indicate 
that  within  twenty-five  years  the  rapid  transit  system  might  be  two  and  one-half 
times  the  combined  length  of  the  present  Yonge  Street  system  and  the  proposed 
Bloor-University  extension  or  a  total  of  about  thirty-five  miles. 

In  addition  to  the  costs  involved  in  any  expansion  of  the 
rapid  transit  system,  the  Commission  will  be  called  on  to  make  other  expendi¬ 
tures  including  the  expansion  and  replacement  of  its  normal  equipment.  Officials 
of  the  Engineering  and  Scheduling  Departments  of  the  Commission  made  estimates 
of  the  requirements  to  operate  the  estimated  mileages  set  out  above  and  the 
capital  costs  involved  at  present  price  levels.  It  was  estimated  that  the 
capital  expenditures  required  between  now  and  1980  would  bes 

Replacement  of  street  car  track  $11,436,000 

Replacement  of  motor  buses  24,965,000 

Additional  motor  buses  22,210,000 

Miscellaneous  5,820,000 

$64, 451 ,000 
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The  requirements  for  conventional  equipment  will  be  greatly 
increased  if  the  proposed  plans  for  the  rapid  transit  system  are  not  carried  out, 
e.go  replacement  of  street  car  tracks  and  rolling  stock  on  the  Bloor  Street  line 
alone  might  cost  close  to  $20, 000, 000* 

There  will  be  two  annual  costs  resulting  from  these  capital 
expenditures;  the  cost  of  interest  on  the  money  borrowed  and  an  allowance  for 
depreciation  which  will  provide  funds  to  pay  off  the  borrowings 0  An  estimate 
has  been  made  of  these  annual  costs  if  the  proposed  expansion  plans  for  the 
Bloor-University  subway  are  carried  out*  The  annual  charges  vary  over  a  period 
as  different  assets  come  into  use  and  others  are  retired*  The  interest  rate 
in  effect  at  the  time  funds  are  borrowed  will  also  have  a  considerable  effect* 
Projections  have  been  made  assuming  that  funds  are  borrowed  at  5%  and  deprecia¬ 
tion  provided  at  the  rates  currently  used  by  the  Commission*  Estimates  of  the 
charges  which  might  be  incurred  in  1965,  when  according  to  the  proposed  plan 
the  subway  would  be  in  full  operation,  are  set  out  below? 


Interest 
including 
future 
borrowings 
at  E>% 


Depreciation  Total 


Yonge  Street  $  777,000 

Bloor-University  extension  5 , 788 „ 000 


Total 


Rapid  transit  -  other  costs 

Yonge  Street  $  423,000 

Bloor-University  extension  2,276*000 


Total 


$  2,699*000 


Present  capital  assets  and 
additions  excluding 

rapid  transit  $  818 „ 000 

$10,082 9 000 


$  671,000  $  1,448,000 

1,898,000  7  >86  *000 


$  714,000  $  1,137,000 

1,568,000  5  * 844 s 000 


$2,875,000  $  5,693,000 

$7,726,000  $17,808 ,000 
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These  figures  will  indicate  the  extent  of  the  annual  charges 
in  the  future  for  interest  and  depreciation  of  an  expanded  public  transportation 
system.. 

As  noted  above*  the  interest  charges  have  been  calculated  on  the 
assumption  that  the  present  rates  of  interest  would  continue  throughout  the 
period*  If,  in  the  near  future*  interest  rates  drop  to  4%  or  3$,  it  would 
result  in  savings  in  interest  charges  in  1965  of  $1*735*000  and  $3,470*000 
respectively,, 

6*  Projection  of  future 
operating  results 

Any  projections  of  the  future  operating  results  of  the  Commission 
must  be  based  on  numerous  matters  which  cannot  be  estimated  with  any  accuracy  such 
as  $ 

(a)  Growth  in  population 

We  obtained  estimates  from  the  officials  of  the  Metropolitan  Toronto 
Planning  Board  and  of  the  Commission  as  to  the  probable  growth  in 
population o  These  figures  correspond  closely  and  we  used  the  figures 
of  the  Commission's  officials  in  our  calculations* 

(b)  Number  of  passenger  fares  collected 

We  obtained  estimates  from  the  officials  of  the  Metropolitan  Toronto 
Planning  Board  and  of  the  Commission  as  to  the  number  of  passenger 
fares  to  be  collected*  It  will  be  noted  that  there  is  some  difference 
in  their  estimates*  We  used  the  estimates  of  the  officials  of  the 
Commission*  The  effect  of  a  lower  volume  of  traffic  on  future 
operating  results  has  been  discussed  on  page  64  „ 

( c)  Quality  of  service  to  be  provided 

The  number  of  fares  collected  per  vehicle  mile  of  operation  (density) 
is  a  rough  measure  of  the  standard  of  service  provided*  We  assumed 
that  it  will  be  possible  for  the  Commission  to  continue  to  operate 
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at  a  level  of  density  which  compares  with  that  existing  today. 

(d)  Effect  of  fare  changes 

The  records  of  the  Commission  and  of  other  transit  authorities  clearly 
indicate  that  each  fare  increase  results  in  at  least  a  temporary 
reduction  in  the  number  of  passenger  fares  collected.  If  the  fare 
increase  is  excessive  and  service  is  poor,,  the  lost  passengers  are 
never  regained  and  a  cycle  of  increasing  fares  and  reducing  traffic 
may  be  introduced.  We  made  the  assumption  that  it  will  be  possible 
for  the  Commission  to  so  judge  their  future  fare  increases  that  they 
will  suffer  a  minimum  of  loss  in  their  passengers. 

(e)  Fare  zone  system 

Later  in  this  report  the  effect  of  the  introduction  of  a  universal 
fare  is  discussed.  We  made  the  assumption  that  the  present  zone 
fare  system  will  be  continued. 

(f )  Future  expansion  of  the  system 

The  Commission  will  also  be  affected  by  the  plans  made  to  provide 
service  to  the  public.  If  public  transportation  of  a  high  standard 
is  readily  available  to  the  public,  it  is  believed  that  this  will 
result  in  a  higher  proportion  of  passenger  usage.  This  assumption, 
of  course,  could  be  completely  wrong  should  there  be  developments 
comparable  to  the  introduction  of  the  automobile  which  change  the 
transportation  picture. 

(g)  Future  price  levels 

In  making  the  projections,  stability  of  prices  was  assumed.  This  may 
be  considered  as  unrealistic  in  view  of  current  inflationary  experience 
but  the  estimates  should  be  looked  upon  as  projections  expressed  in 
terms  of  current  dollars  rather  than  as  future  budgets,  we  think  it 
reasonable  to  assume  that  any  increase  in  operating  costs  which  may 
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result  from  higher  wages  and  material  prices  can  be  recovered  by  way 
of  corresponding  fare  increases  since  these  are  likely  to  be  paralleled 
by  increases  in  income  of  the  majority  of  the  passengers, 

(h)  Future  interest  rates 

The  effect  of  a  change  from  the  current  level  of  interest  rates  on  the 
costs  of  the  Commission  in  1965  has  been  pointed  out  earlier  in  this 
report.  We  assumed  in  our  projections  that  current  interest  rates 
will  continue  throughout  the  twenty-five  year  period. 

(i)  Changing  nature  of  the  system 

The  projected  operating  plan  of  the  Commission  will  be  considerably 
different  from  that  obtaining  today.  We  assumed  that  the  cost  per  mile 
of  operating  the  various  types  of  transport  will  remain  the  same  as  they 
are  today  and  have  projected  these  costs  on  a  basis  of  the  estimates  of 
the  mileages  that  will  be  operated  in  later  years. 

The  number  and  importance  of  the  assumptions  made  clearly  show 
that  any  projections  must  be  used  with  the  greatest  of  caution.  However,  without 
some  indication  as  to  the  trends  that  may  be  expected  in  future,  it  would  not 
be  possible  to  reach  any  conclusions  as  to  the  plans  which  should  be  followed. 

We  have  therefore,  made  projections  from  which  the  following  broad  conclusions 
as  to  the  future  can  be  drawn? 

(a)  The  population  in  the  Metropolitan  Area  is  expected  to  increase  by  about 

5C Y%  by  1980. 

(b)  The  number  of  passenger  fares  collected  and  thus  the  gross  operating 

income  of  the  Commission  will  increase  to  a  greater  extent  than 
population  and  may  be  as  much  as  11%  greater  by  1980.  This  does 
not  mean  that  the  actual  number  of  riders  will  increase  by  11%„ 

The  actual  number  of  riders  is  expected  to  be  a  smaller  proportion 
of  the  total  population  than  at  present.  However,  the  expected 
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distribution  of  the  population  will,  it  is  anticipated,  result  in  a 
greater  proportion  of  the  passengers  crossing  zone  boundaries  and 
thus  the  number  of  passenger  fares  collected  will  increase  in  greater 
proportion  than  the  number  of  riders  or  the  increase  in  total  population* 

(c)  The  operating  expenses  of  the  Commission  are  not  expected  to  increase  to 

quite  the  same  extent  as  the  gross  operating  income.  The  changes  that 
are  expected  to  take  place  in  the  transportation  system,  particularly 
the  expansion  of  rapid  transit,  should  tend  to  reduce  operating 
expenses  relatively* 

(d)  Interest  and  depreciation  on  assets  other  than  rapid  transit  right-of-way 

will  probably  more  than  double  by  1980*  If  interest  and  depreciation 
on  the  rapid  transit  right-of-way  are  included,  the  total  may  be  more 
than  six  times  the  existing  levels* 

(e)  The  most  significant  trend  shown  by  the  projections  is  therefore  that  while 

the  expansion  of  rapid  transit  should  result  in  some  reduction  in 
operation  expenses,  this  will  be  more  than  offset  by  the  costs  of 
interest  and  depreciation  particularly  in  connection  with  the  capital 
expenditures  for  rapid  transit* 

(f)  It  is  apparent  that  the  Commission  will  be  unable  to  carry  the  full  costs 

of  interest  and  depreciation  resulting  from  the  capital  expenditures 
involved  in  the  proposed  expansion  plans  without  an  increase  in  the 
relative  level  of  fares  for  this  purpose* 

(g)  On  the  other  hand,  indications  are  that  the  Commission  should  be  able 

to  carry  the  interest  and  depreciation  on  all  the  projected  capital 
expenditures  except  future  rapid  transit  right-of-way  without  any 
increase  in  the  relative  level  of  fares  and  have  a  small  margin  of 
surplus. 
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It  is  again  stressed  that  these  conclusions  are  subject  to  a 
variety  of  qualifications  and  can  only  be  used  as  a  broad  guide  to  the  future , 

It  should  also  be  stressed  that  they  are  based  on  the  assumption  of  a  stable 
price  level.  If  wages  and  prices  rise*  fare  increases  will  be  required  throughout 
the  period  in  order  to  keep  the  relationship  of  fares  and  costs  equal  under  that 
situation.  It  is  probable  that  the  Commission  would  ahow  profits  following  a 
fare  increase  which  would  gradually  turn  to  losses  as  costs  increase.  When  this 
point  was  reached,  a  further  fare  increase  would  become  necessary, 

7,  Recommended  plan  for  sharing  the 

capital  cost  of  rapid  transit  facilities 

Our  terms  of  reference  require  us  to  make  recommendations 

with  respect  to  the  portion,  if  any,  of  the  capital  debt  which  may  be  created 

in  connection  with  future  extensions  of  the  Commission*  s  rapid  transit  system 

and  the  debt  resulting  from  the  construction  of  the  Yonge  Street  Subway  which 

should  be  assumed  by  the  Metropolitan  Corporation  with  an  indication  of  the 

basis  upon  which  such  recommendations  are  made. 

Our  terms  of  reference  did  not  give  us  any  direction  as  to  the 

guiding  principles  which  should  be  adopted  in  apportioning  the  costs  of  rapid 

transit  construction.  In  considering  what  such  guiding  principles  might  be, 

we  have  kept  in  mind  the  fact  that  there  appear  to  be  three  groups  which  will 

benefit  from  rapid  transit; 

(a)  The  people  who  use  the  public  transportation  system.  These  will 

include  not  only  those  who  make  direct  use  of  rapid  transit  but  all 
transit  users.  The  improvement  in  the  overall  system  will  benefit 
all  users  to  a  greater  or  lesser  degree, 

(b)  The  owners  of  property  throughout  the  area  -  industrial,  commercial 

and  residential.  An  efficient  public  transportation  system 
appears  to  be  an  essential  element  in  the  future  growth  and 
prosperity  of  the  community.  Also  its  development  should  slow 
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the  demand  and  necessity  for  building  additional  traffic  arteries, 
a  large  part  of  which  would  have  to  be  paid  for  by  taxation  on 
real  estate, 

(c)  The  owners  of  automobiles  and  trucks  resident  in  the  area  and  those 
who  visit  or  pass  through  the  area.  Additional  rapid  transit 
right-of-way  will  free  streets  presently  used  by  the  vehicles 
of  the  Commission  for  other  uses, 

it  is  not  possible  to  evaluate  the  benefits  which  will  be  derived 
from  either  rapid  transit  construction  or  new  traffic  arteries  by  each  of  the 
three  groups  above .  They  all  benefit  directly  or  indirectly  in  varying 
proportions  as  improvements  are  made. 

Clearly  any  contribution  which  may  be  made  towards  the  cost 
of  rapid  transit  by  the  users  of  the  public  transportation  system  will  have  to 
come  out  of  fares.  Any  contribution  which  may  be  made  by  the  owners  of  property 
or  by  the  owners  of  automobiles  and  trucks  should  presumably  be  made  on  their 
behalf  by  the  Municipality  of  Metropolitan  Toronto  unless  the  Municipality 
can  make  alternative  arrangements. 

In  attempting  to  determine  the  contribution  which  should  be 
made  by  the  users  of  public  transportation,  we  have  concluded  that  the  Commission 
should  make  the  maximum  contribution  which  is  practical  at  the  present  level 
of  fares  but  that  fares  should  not  be  raised  at  this  time.  However,  if  this 
is  done  it  will  be  necessary  for  the  Commission  to  increase  fares  at  an  earlier 
date  than  would  otherwise  be  the  case  if  there  are  increases  in  operating 
expenses  due  to  higher  wage  and  price  levels.  Me  also  concluded  that  it  is  not 
unreasonable  to  expect  that  the  Commission  should  be  able  to  increase  its  annual 
contribution  when  future  rapid  transit  facilities  are  placed  in  operation  as  the 
present  level  of  fares  appears  to  be  relatively  lower  than  in  other  comparable 
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In  view  of  these  conclusions,  our  study  of  the  past  financial 
record  of  the  Commission  and  our  projections  of  the  future  operating  results, 
we  are  of  the  opinion  that 5 

(a)  The  Commission  should  continue  to  be  held  responsible  for  all  capital 

expenditures  and  debts  incurred  in  connection  with  the  existing 
or  expanded  rapid  transit  system  excluding  right-of-way  costs • 

(b)  The  Commission  should  continue  to  be  held  responsible  for  the  capital 

expenditures  and  debts  incurred  in  connection  with  the  right-of-way 
for  the  Yonge  Street  rapid  transit  system*  (The  annual  interest 
charges  on  the  debt  incurred  in  connection  with  these  expenditures 
and  the  depreciation  on  the  full  cost  of  the  right-of-way  amount  at 
present  to  approximately  $1,550,000*  In  addition,  the  Commission 
has  reinvested  from  its  earnings  approximately  $20,000,000  in  its 
post  war  capital  expansion  program  which  can  be  considered  as  being 
invested  in  the  rapid  transit  right-of-way*  The  interest  free  use 
of  these  funds  is  equivalent  to  an  additional  $700,000  a  year  at 
the  then  prevailing  interest  rates *  In  total,  therefore,  the 
Commission  is  now  contributing  to  rapid  transit  right-of-way  costs 
at  the  rate  of  approximately  $2,250,000  per  annum*) 

(c)  The  Commission  is  not  able  to  carry  the  full  costs  of  the  iloor« 

University  rapid  transit  right-of-way  or  any  further  extensions* 

If  this  extension  of  rapid  transit  facilities  is  carried  out  the 
Metropolitan  Corporation  should  assume  the  direct  responsibility 
for  the  capital  expenditures  connected  with  the  right-of-way 
portion  of  the  new  facility,  estimated  at  $123,000,000*  At 
present  interest  rates  (5%)  and  on  the  basis  of  paying  off  the 
debts  incurred  over  a  period  of  65  years,  it  is  estimated  that 
the  debt  charges  required  to  provide  for  repayment  of  that  expenditure 
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will  amount  to  approximately  $7,686,000  in  1965®  This  estimate 
assumes  that  the  new  facilities  are  in.  full  operation  at  that  date® 

(d)  While  the  Commission  is  not  capable  of  carrying  the  full  costs  of  the 

Bloor-University  right-of-way  or  any  further  extensions,  it  should 
be  capable  of  making  some  contribution  towards  the  costs  of  interest 
and  repayment  of  the  debts  incurred®  Based  on  our  projections  of 
earnings,  we  are  of  the  opinion  that  this  contribution  should  begin 
in  1957  and  in  that  year  it  should  be  $1,500,000®  (As  already  noted 
a  corresponding  annual  contribution,  in  future,  may  require  an 
increase  in  fares  earlier  than  would  be  the  case  should  operating 
expenses  increase  due  to  higher  wage  and  price  levels)® 

(e)  The  Commission  should  be  capable  of  increasing  the  amount  of  its 

contribution  when  future  rapid  transit  facilities  are  placed  in 
operation®  It  i s  not  possible  to  determine  at  this  time  what  such 
contribution  should  be  and  it  will  be  necessary  to  review  the 
situation  at  a  later  date®  However,  as  the  present  level  of  fares 
appears  to  be  relatively  lower  than  in  other  comparable  cities, 
some  increase  should  be  possible® 

(f)  The  Commission  should  retain  title  to  and  receive  all  revenues  from 

properties  acquired  in  connection  with  the  Yonge  Street  rapid 
transit  system  while  the  Municipal  Corporation  would  acquire  title 
to  and  receive  all  revenues  from  properties  acquired  in  connection 
with  future  expansion  of  rapid  transit „ 

If  these  recommendations  are  carried  out  the  Commission  would 
be  devoting  in  1957  approximately  from  each  fare  collected  to  the  cost 
of  rapid  transit  right-of-way®  This  would  be  made  up  of  the  charges  which 
the  Commission  is  now  bearing  of  $2,250,000  per  annum  and  the  proposed 


contribution  to  the  Municipality  of  $1,500,000  or  a  total  of  $3,750,000® 


The  charges  borne  directly  by  the  Commission  will  tend  to  decrease  over  the 

years  while  the  contributions  to  the  Municipality  should  increase* 

The  Municipal  Corporation  in  1965 ,  by  which  time  the  full 
costs  in  connection  with  the  Bloor-University  right-of-way  should  be  incurred, 
would  be  assuming  costs  of  approximately  $7,686,000  which  wculd  be  reduced 
by  the  amount  of  the  contribution  it  would  receive  from  current  gross  revenues 
of  the  Commission*  This  should  be  greater  than  the  1957  contribution* 

Having  suggested  that  the  Metropolitan  Corporation  should 
assume  the  responsibility  for  future  rapid  transit  right-of-way  but  that  the 
Commission  should  carry  the  maximum  amount  practical  ($1,500,000  in  1957)  with- 
out  increasing  the  present  level  of  fares,  it  remains  to  devise  a  satisfactory 
and  practical  formula  for  dividing  the  costs  of  right-of-way  to  be  borne  by 
the  Commission  and  those  to  be  borne  by  the  Metropolitan  Corporation* 

In  reaching  our  conclusions  as  to  the  formula  which  should  be 
adopted,  we  had  the  following  matters  in  mind* 

(a)  The  formula  should  be  as  simple  as  possible  and  in  a  form  which  can 

be  easily  applied  and  not  be  subject  to  misunderstanding* 

(b)  The  contribution  of  the  Commission  should  be  related  to  its  ability 

to  pay  and,  therefore,  should  be  related  to  its  revenue* 

(c)  The  contribution  should  be  payable  at  a  predetermined  amount  whether 

the  Commission  has  a  profit  or  loss  in  a  given  accounting  period* 

(d)  The  formula  should  be  such  that  it  can  be  governed  by  agreement  entered 

into  for  a  number  of  years  in  advance  and  not  require  annual 
revision*  It  should  set  a  pattern  which  can  be  followed  in  future 
years  * 

(e)  As  the  Commissions  revenues  increase  through  increased  use  of  the  system 

it  is  not  unreasonable  to  expect  a  greater  contribution*  For  this 
reason,  we  concluded  that  it  was  not  advisable  to  adopt  a  formula 
under  which  the  Commission  would  bear  the  cost,  of  particular  assets 
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and  service  particular  borrowings  since  the  annual  costs  (and 
accordingly  its  contribution)  would  tend  to  decrease  as  the  assets 
were  depreciated  and  the  borrowings  paid  off, 

A  further  reason  for  not  recommending  the  latter  type  of  formula  is  that 
the  burden  of  fixed  charges  arising  from  future  extensicns  of  the 
rapid  transit  right -of -way  will  become  progressively  heavier  and  the 
ability  of  the  Commission  to  assume  capital  costs  in  respect  of  such 
extensions  will  be  progressively  less0 

We  concluded  that  any  increase  in  the  Commission’s  contribution 
to  right-of-way  costs  above  the  existing  level  should  be  based  on  a  percentage 
of  its  gross  revenue So  The  percentage  of  gross  revenue  required  to  produce 
the  contribution  which  it  is  estimated  the  Commission  is  capable  of  making  in 
1957  ($1,500,000)  would  be  4%e  The  Commission  should  therefore  pay  to  the 
Municipal  Corporation  4%  of  its  gross  revenue  annually,  commencing  with  the 
year  1957,  as  its  contribution  to  future  right-of-way  costs.  It  would  not  be 
unreasonable  to  expect  that  it  will  be  possible  to  make  some  increase  in  the 
percentage  of  gross  revenue  to  be  contributed  when  future  rapid  transit 
facilities  are  placed  in  operation  and  this  increased  contribution  should  be 
taken  into  consideration  by  the  Commission  in  any  changes  in  fares  which  may 
be  necessary  in  future, 

8  o  Summary 

We  summarize  below  the  matters  brought  out  in  this  section  of 
our  report  and  our  conclusions? 

1*  The  Municipality  of  Metropolitan  Toronto  has  a  responsibility  to  provide 

facilities  for  the  use  of  private  automobiles  and  commercial  vehicles 
and  also  to  ensure  that  an  efficient  public  transportation  system  is 
operated.  While  the  responsibility  for  the  operation  of  the  public 
transportation  system  has  been  given  to  the  Toronto  Transit  Commission, 
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the  Municipality  cannot  ignore  the  problem  and  if  the  Commission  is 
unable  to  carry  out  its  obligations*  the  Municipality  will  have  to 
assist  in  working  out  alternative  arrangements 0 
The  Metropolitan  Planning  Board,,  as  a  result  of  its  studies*  has  concluded 
that  there  is  a  need  for  a  subway  line  on  University  Avenue  and  Bloor 
Street  as  well  as  for  an  east-west  expressway®  They  concluded  that 
additional  studies  were  required  to  clarify  the  financial  aspects* 
including  type  of  bonds  to  be  issued*  estimates  of  operating  costs 
and  revenues*  and*  if  the  latter  should  show  a  deficit*  exploration 
of  possibilities  to  cover  such  a  deficit <> 

30  It  was  pointed  out  that  the  Commission  is  charged  with  the  responsibility 

of  fixing  fares  and  establishing  fare  zones  so  that  the  revenue  of  the 
Commission  shall  be  sufficient  to  make  all  transportation  facilities 
under  its  control  self-sustaining®  The  Commission  must  nevertheless 
maintain  a  balance  between  the  requirements  for  higher  fares  to  meet 
demands  for  an  acceptable  standard  of  service  and  the  risks  of  loss 
of  passengers  if  fares  are  increased  beyond  the  ability  or  willingness  of 
the  users  to  pay„  The  Commission  should  not  be  expected  to  assume 
obligations  which  are  beyond  its  capacity  to  perform,, 

4®  Up  to  date  the  Commission*  with  the  exception  of  the  Yonge  Street  Rapid 
Transit  System*  has  not  been  required  to  provide  the  right-of-way 
over  which  its  vehicles  operate,,  The  Municipalities  in  common  with 
other  Municipalities  on  the  continent*  have  provided  the  streets  and 
thus  made  a  contribution  to  their  public  transportation  system,, 

5*  The  Commission  up  to  January  1*  1947*  operated  on  a  profitable  basis  and 
at  that  time  had  a  transportation  system  which  was  almost  fully  de¬ 
preciated  0  The  Commission  was  in  a  position  where  it  could  have  fully 
repaid  all  its  Indebtedness 0  However*  necessary  major  maintenance 
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had  been  postponed  during  the  war  years  and  the  public  had  accepted 
standards  of  service  below  what  otherwise  would  have  been  acceptable* 

6„  During  the  period  1947  to  1953  operating  expenses  rose  more  rapidly  than 

revenues*  The  Commission  spent  $>87,500,000  on  replacement  of  equipment, 
additions  to  equipment  to  improve  service  and  the  construction  of  the 
Yonge  Street  rapid  transit  system*  The  Commission's  outstanding  debt 
during  the  period  rose  to  $66,739,000* 

7*  In  1954  the  Commission  was  given  the  responsibility  for  providing  public 

transportation  throughout  the  Metropolitan  area  and  in  spite  of  a  fare 
increase  its  revenues  in  1954  and  1955  were  not  sufficient  to  cover  the 
increased  operating  expenses  and  the  interest  and  depreciation  on  its 
capital  equipment  including  the  Yonge  Street  rapid  transit  system  which 
was  placed  in  operation  in  1954* 

8*  The  fare  increase  in  1956  should  be  sufficient  to  allow  the  Commission  to 
operate  at  a  profit  in  1956  and  1957  and  to  meet  the  full  interest  and 
depreciation  charges  which  have  again  increased  somewhat  as  a  result  of 
further  capital  expenditures  since  the  end  of  1955* 

9.  The  fares  charged  by  the  Commission  have  not  increased  since  1940  as 

rapidly  as  the  average  hourly  wages  paid  in  Toronto  or  as  the  wholesale 
prices  for  industrial  materials*  With  the  exception  of  Montreal,  fares 
are  lower  than  those  charged  in  comparable  cities  in  Canada  and  the 
United  States* 

10.  There  is  no  general  pattern  followed  in  comparable  American  cities  in 
connection  with  financing  rapid  transit  or  covering  the  assistance 
which  the  transit  authorities  receive  from  the  Municipalities*  It  i s 
safe  to  say,  however,  that  in  the  majority  of  cases  the  fares  of  cities 
operating  rapid  transit  are  not  set  at  a  level  to  recover  the  full 
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11*  Subject  to  a  number  of  very  important  reservations,  projections  of  the 

future  financial  postion  of  the  Commission  indicate  that  as  the  rapid 
transit  system  is  expanded  operating  expenses  will  tend  to  decline 
while  interest  and  depreciation  will  be  such  that  the  Commission  will 
not  be  able  to  carry  the  full  capital  costs  without  a  substantial 
increase  in  the  present  level  of  fares, 

12 o  The  projections  indicate,  however,  that  the  Commission  should  be  able  to 

carry  the  interest  and  depreciation  on  the  projected  capital  expenditures 
except  future  rapid  transit  rights-of-way  without  any  increase  in  the 
relative  level  of  fares  and  have  a  small  margin  of  surplus* 

13o  The  Commission  should  continue  to  be  responsible  for  all  costs  incurred  in 
connection  with  the  Yonge  Street  Rapid  Transit  System  and  the  debts 
incurred  in  connection  therewith*  The  Commission  should  receive  the 
benefit  of  any  revenues  derived  from  the  sale  or  rental  of  the  properties 
acquired  for  the  right-of-way* 

14*  The  Metropolitan  Corporation  should  assume  the  responsibility  for  the  capital 
cost  of  providing  the  Commission  with  such  future  rights-of-way  as  may 
be  required  for  rapid  transit  expansion  including  the  Bloor-University 
expansion*  The  Metropolitan  Corporation  should  retain  title  to  and 
receive  the  benefit  of  any  revenues  derived  from  the  sale  or  rental 
of  the  properties  acquired.  Capital  costs  of  right-of-way  should 
include  those  costs  outlined  on  page  66* 

15*  The  Commission  should  enter  into  an  agreement  with  the  Metropolitan 

Corporation  whereby  in  consideration  of  the  Municipality  agreeing  to 
assume  the  responsibility  for  the  capital  costs  of  the  Bloor-University 
right-of-way  as  defined  the  Commission  would  agree  to  take  over  the 
responsibility  for  maintenance  of  the  completed  subway  and  commencing 
January  1,  1957,  make  a  contribution  of  4%  of  its  gross  revenue  towards 
the  debts  which  will  be  incurred  by  the  Municipality*  The  agreement 
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should  cover  a  fixed  period  of  time  and  be  subject  to  review  when 
any  part  of  the  Bloor-University  subway  conies  into  operation, 

16,  It  is  not  unreasonable  to  expect  that  the  Commission  should  be  able  to 

increase  its  annual  contribution  when  future  rapid  transit  facilities 
are  placed  in  operation.,  It  is  not  possible  to  determine  at  this  time 
what  such  contribution  should  be  and  it,  will  be  necessary  to  review 
the  situation  at  that  time®  However,  as  the  present  level  of  fares 
appears  to  be  relatively  lower  than  in  other  comparable  cities,,  some 
increase  should  be  possible  and  this  should  be  kept  in  mind  by  the 
Commission  in  setting  future  fares  if  changes  are  necessary  due  to 
increases  in  wages  and  material  prices® 
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SECTION  IV 

OTHER  CON SIDERATIuNS  RELATING  TO  FINANCING  OF  OPERATIONS 

There  are  certain  other  financial  policies  which  we  consider  are 
of  sufficient  importance  to  justify  comment*  These  are  discussed  under  the 
following  headings; 


lo  Long  term  budgeting 
2.  Consolidated  financial  position 
3*  Deficits  on  the  Toronto  Island  ferry  service 
4.  The  zone  fare  structure 

5*  Financing  of  non-depr eciable  and  long  life  assets 
1.  Long  term  budgeting 

The  Commission  has  followed  the  practice  of  preparing  an  annual 
budget  and  conducting  its  operations  in  accordance  with  such  a  budgets 

The  business  conducted  by  the  Commission  is  such  that  one  year 
does  fully  cover  all  the  factors  that  influence  its  revenues  and  expenditures. 
Bill  80  requires  the  Commission  to  fix  such  fares  (and  establish  such  fare 
zones)  that  all  transportation  facilities  under  its  control  are  self-sustaining, 
while  it  might  be  possible  for  the  Commission  to  alter  fares  (and  zonec)  from 
time  to  time  so  as  to  break  even  each  year,  such  a  plan  is  obviously  impractical. 
However,  on  the  expense  side  of  the  budget  some  flexibility  can  be  introduced 
by  governing  the  rate  of  expansion  in  new  services  so  that  they  take  place  only 
during  years  in  which  there  will  be  an  overall  profit.  While  it  is  possible 
to  control  the  profit  and  loss  to  some  extent  in  this  manner,  it  would  seem 
to  be  far  preferable  to  budget  specific  annual  amounts  for  expansion  regardless 
of  the  effect  on  a  single  year*s  results. 

We,  therefore,  suggest  that  the  Commission  in  addition  to  their 
annual  budget  should  be  preparing  forecasts  five  years  in  advance  which  would 
keep  the  longer  term  picture  clearly  in  view  at  all  times.  We  would  expect 
that  in  periods  of  rising  costs  there  would  be  periods  of  substantial  profits 
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following  a  fare  increase  and  that  such  profits  would  be  reduced  .year  by 
year  as  costs  increase,  and  then  turn  to  losses  before  fares  are  again 
increased*  Throughout  the  period,  the  necessary  expansion  of  services 

should  be  carried  out  even  if  the  Commission  incurs  losses*  Such  a  forecast 
would  disclose  the  impact  of  increasing  debt  charges  and  depreciation  resulting 
from  new  assets  coming  into  service* 

It  is  important  that  the  reasons  for  the  Commission  showing  profits 
immediately  following  a  fare  increases  be  'understood.  The  public  would  not 
wish  continual  changes  in  the  fare  and  their  dislike  for  change  is  indicated 
in  the  falling  off  of  passengers  following  each  fare  increase.  As  a  practical 
matter,  fares  cannot  be  changed  by  small  amounts  and  must  be  so  set  as  to 
facilitate  their  collection.  It  is  therefore  desirable  that  when  fares  are 
raised,  the  increase  be  sufficient  to  permit  the  Commission  to  operate  for  a 
number  of  years „ 

It  is  also  important  that  the  necessity  of  passing  on  to  the 
riders  any  increase  in  costs  of  operation  be  recognized.  It  should  be 
realized  that  60$  of  operating  costs  consist  of  wages  and  benefits  to  the 
employees.  It  is  more  difficult  for  the  Commission  to  offset  the  effect  of 
rising  wage  costs  by  introducing  measures  that  increase  the  productivity  of 
its  staff  than  is  the  case  in  most  other  industries.  It  must  therefore  be 
accepted  that  there  will  be  periodic  increases  in  fares  as  costs  of  the 
Commission  rise  as  a  result  of  increases  in  the  levels  of  prices  and  wages. 

The  Commission  has  been  charged  with  the  responsibility  of 
operating  on  a  s elf «*su staining  basis  and  if  this  is  to  be  accomplished,  fares 
must  be  raised  from  time  to  time.  The  Commission  should  be  expected  to  operate 
with  both  profits  and  losses  in  individual  years  but  on  the  basis  of  an  overall 
surplus  based  on  a  long  term  budget. 


' 


2 „  Consolidated  financial  position 


In  considering  the  financial  position  of  the  Commission,  we  noted 
that  the  finances  of  the  Gray  Coach  Lines  Limited  are,  to  a  large  extent, 
segregated  from  those  of  the  Commission*  The  policy  of  the  Commission  has  been 
to  receive  an  annual  dividend  from  the  Gray  Coach  Lines  which  in  recent  years 
has  amounted  to  $60,000  a  year 0  The  actual  earnings  for  the  years  1954  and  1955 
totalled  $217,000  and  $359,000  and  the  accumulated  earnings  in  excess  of  the 
dividends  paid  at  December  31,  1955,  totalled  $2,952,000*  As  at  December  31, 

1955,  Gray  Coach  Lines  Limited  had  net  working  capital  of  $760,000  in  addition 
to  which  it  had  $1,723,000  invested  in  Canadian  Federal,  Provincial  and  Municipal 
bonds*  It  would  seem  to  us  that  if  these  funds  are  not  required  for.  the  operation 
of  the  Gray  Coach  Lines  Limited  in  the  near  future,  they  should  be  paid  over  to 
the  Commission  by  way  of  dividends*  If,  on  the  other  hand,  it  is  anticipated 
that  they  will  be  required  and  are  only  temporarily  surplus,  they  could  be 
lent  to  the  Commission  at  current  rates  of  interest  and  the  Commission* s 
borrowings  through  Metropolitan  Toronto  could  be  reduced  to  the  same  extent  * 

3*  Deficits  on  the  Toronto  Island  ferry  service 

The  earnings  of  the  Commission  during  the  years  1955  and  1956, 
have  been  adversely  effected  by  the  arrangements  in  connection  with  the  Island 
ferries*  The  arrangements  prior  to  1955  are  briefly  reviewed  below? 

In  1927  when  the  City  of  Toronto  took  over  the  responsibility  for  the 

Toronto  Island  ferries,  the  Commission  by  agreement  operated  the  ferries 
and  the  city  paid  the  deficits*  Each  year  during  the  period  1927  to 
1947  there  was  a  deficit  on  the  operations  which  averaged  approximately 
$54,000  a  year.  In  1948  a  new  agreement  was  entered  into  under  which 
the  Commission  operated  the  summer  service  and  the  city  operated  the 
winter  service*  The  city  paid  the  Commission’s  deficits  from  the 
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summer  operations,,  The  Commission  collected  the  fares  during  the  winter 
and  remitted  the  fare  revenue  to  the  city*  This  arrangement  continued 
during  the  years  1948  to  1954  and  the  Commission's  average  annual  deficits 
were  in  excess  of  $139,000  having  risen  steadily  each  year  to  $181,000 
in  1954* 

In  1955  the  agreements  with  the  city  were  terminated  and  the  Commission 
became  responsible  not  only  for  operating  the  winter  and  summer  services 
but  also  for  meeting  the  deficits*  At  the  same  time  the  Commission  was 
obliged  to  assume  responsibility  for  the  docks  and  to  pay  taxes  to  the 
city  on  the  docks*  During  1955  and  1956  the  total  revenues  from  operating 
the  island  ferries  amounted  to  $291,000  and  $229,000  while  the  corresponding 
expenses  were  $498*000  and  $458,000* 

The  Commission  has  absorbed  the  deficits  on  the  operations  amounting  to 
$207,000  and  $229,000* 

This  matter  is  to  a  great  extent  beyond  the  control  of  the 
Commission.  The  service  concerned  is  unlike  any  other  individual  service  it 
operates*  While  the  Commission  is  authorized  by  statute  to  discontinue  any 
of  its  services  it  is  unable  to  do  so  in  this  instance*  Some  service  will 
undoubtedly  be  required  to  the  Island  but  the  nature  of  the  service  is  apt 
to  change  as  the  number  of  residents  decrease  and  the  purpose  of  the  Island 
changes  in  nature.  Providing  satisfactory  service  is  a  difficult  problem 
as  it  involves  large  traffic  peaks  on  holidays  when  it  is  more  difficult 
to  meet  them. 

We  have  not  made  a  study  to  determine  whether  there  is  any 
satisfactory  way  to  provide  the  required  service  without  incurring  substantial 
deficits.  As  far  as  we  have  been  able  to  ascertain,  no  comprehensive  study 
has  been  made  of  the  relative  costs  of  supplying  alternative  means  of 
transportation*  It  is  apparent,  however,  that  these  deficits  arise  from 
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providing  a  particular  service  which  the  Commission  is  unable  to  discontinue 
although  it  cannot  be  operated  on  a  self -sustaining  basis ®  As  the  Commission 
is  unable  to  remedy  this  situation,  we  recommend  that  the  deficits  on  the  opera« 
tions  should  be  paid  by  the  Municipality  of  Metropolitan  Toronto®  There  should 
be  no  objection  to  the  Commission  continuing  to  be  responsible  for  the  operations,, 

4e  The  zone  fare  structure 

We  are  not  experts  in  the  field  of  setting  fares  for  a  public 
transportation  system  and  therefore  are  not  qualified  to  express  any  opinion  as 
to  the  system  at  present  used  by  the  Commission0  However,  there  has  been  con¬ 
siderable  discussion  of  this  matter  and  we  feel  we  should  outline  the  problems 
and  attempt  to  assess  the  financial  implications  of  any  change  in  the  present 
system,. 

The  most  equitable  method  of  distributing  the  costs  of  a  public 
transportation  systan  is  obtained  by  a  fare  structure  which  directly  relates 
the  amount  paid  to  the  distance  travelled®  Such  a  fare  structure,  however, 
is  difficult  and  expensive  to  apply®  The  zone  fare  system  attempts  to  achieve 
in  reasonable  degree  the  advantages  of  such  a  system  without  giving  rise  to  its 
practical  shortcomings,  but  is  necessarily  arbitrary  in  its  application® 

The  passengers  carried  by  the  Toronto  Transit  Commission  fall  into 
the  following  classes ; 

1®  Those  crossing  zone  boundaries; 

(a)  Long-haul  passengers  who  in  paying  more  than  one  fare  bear 
an  equitable  portion  of  the  costs  of  the  service  in  relation 
to  the  distance  travelled© 

(b)  Short-haul  passengers  who,  while  travelling  only  a  short  distance, 
are  required  by  the  necessarily  arbitrary  delimitation  of  the  zone 
boundaries  to  pay  more  than  one  fare® 
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2*  Those  riding  entirely  within  a  single  zones 

(a)  Short-haul  passengers  who  contribute  a  substantial  portion  of 
the  fare  revenue  and  who  subsidize  to  a  greater  or  lesser  extent 
the  long-haul  passengers.  The  zone  fare  system  provides  this 
category  of  passenger  with  some  measure  of  protection  which 
would  be  removed  if  a  universal  fare  were  introduced* 

(b)  Long-haul  passengers*  While  it  is  possible  to  travel  long 
distances  within  one  fare  zone  and  thereby  bear  less  than  an 
equitable  portion  of  the  costs  of  providing  the  service,  the 
number  of  passengers  falling  within  this  category  would  be 
in significant * 

An  origin  and  destination  survey  conducted  in  1955  indicated 
that  approximately  90%  of  the  passengers  carried  by  the  Toronto  Transit 
Commission  ride  entirely  within  a  single  zone  and  the  great  majority  are  short- 
haul  passengers*  However,  we  have  noted  earlier  in  our  report  that  the  greatest 
expansion  of  the  population  in  the  Metropolitan  Area  will  likely  occur  in  the 
outlying  areas,  resulting  in  an  increasing  proportion  of  the  passengers  falling 
into  the  first  category  as  long-haul  passengers* 

A  change  in  the  relative  numbers  of  short-haul  to  long-haul 
passengers  will  have  a  marked  effect  on  the  finances  of  the  Commission  if  there 
are  changes  in  the  present  zone  fare  system*  We  examine  below  the  effect  of 
abanonding  such  a  system  and  introducing  a  universal  fare  system* 

Officials  of  the  Metropolitan  Toronto  Planning  Board  have 
provided  us  with  estimates  which  indicates  that  during  the  period  from 
1957  to  1980,  the  population  residing  within  the  present  Zone  1  will  remain 
stationary  at  approximately  860,000  while  the  population  in  the  other  zones 
will  increase  from  544,000  to  1,450,000* 
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If  it  is  assumed  that  the  riding  habits  of  the  residents  of  the 
present  Zone  1  will  not  change  significantly  during  the  period  under  study,  and 
arbitrarily  that  all  multiple  fares  are  contributed  by  residents  of  other  zones, 
a  forecast  can  be  made  of  the  annual  number  of  fares  to  be  collected  from  residents 
of  the  various  sections  of  the  Metropolitan  area  in  the  future.  On  the  foregoing 
basis,  it  is  estimated  that  at  present  256,000,000  fares  are  contributed  by 
residents  of  Zone  1  and  64,000,000  fares  by  the  residents  of  other  zones.  If  the 
more  conservative  forecasts  of  future  fares  prepared  by  officials  of  the  Metropoli¬ 
tan  Flanning  Board  are  accepted  in  1980  the  number  of  fares  obtained  from  residents 
of  areas  outside  of  Zone  1  will  increase  to  21 2, 000, 000 

The  origin  and  destination  of  passengers  survey  conducted  in  1955 
indicated  that  on  the  average,  persons  residing  outside  of  Zone  1  paid  two  fares 
for  each  ride.  Thus,  if  in  1980  a  universal  fare  system  were  to  replace  the  present 
zone  fare  system,  the  loss  in  fares  (computed  on  the  above  assumption)  would  be  50$ 
of  the  above  estimate  of  212,000,000  or  106,000,000  fares  which  at  the  present 
average  fare  level  of  12.250  would  represent  $12,985,000* 

The  corresponding  figures  for  the  loss  in  fares  and  the  resulting 


revenue  at 

various  stages  up  to 

1980  based  on  the  abov< 

follows s 

Decrease 

Decrease 

in 

in  Annual 

Year 

Fares 

Passenger  Revenue 

1957 

32,000,000 

$  3,920,000 

1960 

42,000,000 

5,145,000 

1965 

58,000,000 

7,105,000 

1970 

74,000,000 

9,065,000 

1975 

90,000,000 

11,025,000 

1980 

106,000,000 

12,985,000 

It  is  of  course  quite  possible  that  deviations  from  the  expected 
growth  of  population  in  the  different  zones  and  differences  in  the  riding  habits 
from  those  assumed  may  result  in  a  substantial  variation  from  the  estimate  of 
passenger  fares  contributed  by  residents  of  zones  other  than  Zone  1,  but  there 
can  be  little  question  as  to  the  likelihood  of  a  very  large  growth  of  traffic 
in  those  zones  and  accordingly  as  to  the  increasing  importance  of  the  zone  fare 
system  to  the  Commission’s  revenues.. 

In  making  the  above  calculations,  the  loss  of  revenue  has  been 
calculated  on  an  average  fare  of  12025$,  The  loss  of  revenue  from  passengers  travel¬ 
ling  through  zones  beyond  Zone  2  would  be  less  than  12,25$  per  fare* 

The  effect  of  any  increase  of  passenger  loads  from  the  outer  zones 
resulting  from  a  reduction  in  fare  has  been  ignored*,  This  would  be  offset  to  some 
degree  by  the  increase  in  operating  costs  to  handle  the  additional  load* 

The  effect  of  future  fare  increases  to  meet  rising  costs  has  also 
been  ignored.  For  each  one  cent  increase  in  the  average  fare  obtained  under  the 
present  zone  fare  system,  the  additional  loss  in  revenue  resulting  from  a  change 
to  a  universal  fare  system  in  1980  would  be  approximately  $1,060,000* 

The  above  considerations  indicate  that  it  would  be  dangerous  to 
abandon  the  zone  fare  system  in  the  face  of  increasing  losses  of  revenue  which 
would  result  from  such  action,,  As  some  inequities  occur  because  of  arbitrary 
delineation  between  zones,  we  recommend  that  the  Commission  should,  from  time 
to  time,  re-examine  the  fare  differential  and  zone  boundaries  in  consultation  with 
experts  in  the  field  of  public  transportation  with  a  view  to  the  elimination  of 
such  inequities, 

5 «  Financing  of  non-depreciable  and  long  life  assets 

During  recent  years  the  Commission  has  invested  in  certain  capital 
assets,  such  as  the  right-of-way  for  the  Yonge  Street  Rapid  Transit  System  which 
are  expected  to  have  a  much  longer  useful  service  life  than  its  normal  assets. 
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Repayment  of  the  borrowings  incurred  to  acquire  such  assets,  particulary  with 
the  present  high  interest  rates  may  require  a  different  procedure  than  that 
normally  followed  by  the  Commission, 

Ultimately  all  funds  required  for  capital  expenditures  must  come 
from  its  operating  revenues.  These  requirements  can  be  provided  in  two  ways; 
from  the  accumulated  earnings  of  the  Commission (which  have  not  been  material, 
with  the  exception  of  the  194CW1946  period)  or  by  borrowing  the  funds  in  the  first 
instance  and  then  retaining  funds  from  future  operating  revenues  to  repay  the 
borrowings  by  making  a  charge  for  depreciation  of  the  corresponding  assets  over 
their  useful  lives*  Where  the  asset  has  a  life  expectancy  greater  than  the  term  for 
which  the  funds  are  borrowed,  the  depreciation  provisions  will  not  provide  sufficient 
funds  to  retire  the  whole  of  the  borrowings  by  their  maturity  dates  and  the  debt 
will  have  to  be  re-financed  and  repaid  over  a  longer  term  corresponding  to  the 
period  in  which  the  depreciation  is  provided 

The  present  system  has,  we  think,  a  serious  weakness  when  applied 
to  an  asset  such  as  the  right-of-way  of  the  Yonge  Street  Rapid  Transit  System  which 
is  being  depreciated  over  a  long  period  (65  years).  From  the  standpoint  of  its 
useful  life  this  is  no  doubt  an  appropriate  rate  at  which  to  provide  depreciation. 
However,  from  the  point  of  view  of  financing,  when  assets  are  being  written  off  over- 
such  a  long  period  without  any  other  provision  for  the  retirement  of  the  debt  the 
resulting  interest  costs  are  likely  to  be  unduly  high,  particularly  if  present 
interest  rates  continue 0  We  think  it  would  be  more  economical  to  provide  from 
income  for  the  repayment  of  this  debt  over  a  somewhat  shorter  period  -  say  40  years* 

Under  the  Commission’s  present  method  the  fixed  charges  in  the 
first  year  (assuming  a  4%  interest  rate)  consist  of  interest  at  &%  on  the  amount 
borrowed  plus  depreciation  at  on  the  amount  of  the  corresponding  asset, or  a  total 
of  approximately  5g$,k  The  total  charges  will  decline  every  year  (by  reason  of 
declining  interest  as  the  debt  is  gradually  retired)  and  in  the  65th  year  the 
charges  will  be  only  about  1,6$  of  the  amount  of  the  original  asset  or  borrowing,. 
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If,  on  the  other  hand,  the  Commission  made  a  small  supplementary- 
charge  in  addition  to  depreciation  so  as  to  repay  in  40  years  the  debt  incurred 
to  acquire  long  life  assets  and  maintained  the  total  interest,  depreciation 
and  debt  repayment  charge  on  a  level  basis  instead  of  on  a  declining  basis, 
the  interest  costs  could  be  very  materially  reduced*  For  example,  assuming 


interest  at  an  average  rate  of  4$,  the  costs  in  respect  of  $28,000,000  of  the 


right-of-way  costs  of  the 

Yonge  Street  rapid  transit  system 

(i.e,  the  portion 

of  such  right-of-way  for 

which  borrowings  were 

incurred)  would  compare  with 

the 

present 

method  as  follows: 

Present  method 

Proposed  method 

Depreciati on 

(Interest,  deprecia- 

at  approximately 

tion  and  debt 

Interest 

l|$  on 

retirement  on  a 

on  unpaid 

$28,000,000 

Total 

level  40-year 

borrowings 

of  the  cost  of  the  annual 

basis  on 

of 

$28,000,000 

right-of-way 

charge 

$28,000,000) 

1st 

year 

$1,120,000 

$431,000 

$1,551,000 

$1,414,658 

10th 

year 

965,000 

431,000 

1-396,000 

1,414,658 

20th 

year 

793,000 

431,000 

1,224,000 

1,414,658 

30th 

year 

620*000 

431,000 

1,051,000 

1,414,658 

40th 

year 

448,000 

431,000 

879,000 

1,414,658 

50th 

year 

276,000 

431,000 

707,000 

Nil  after  40  years 

60th 

year 

104,000 

431,000 

535,000 

-  debt  fully 

65th 

year 

17,000 

431,000 

448,000 

retired  and  asset 

written  off 

It  will  be  seen  that  the  proposed  method  would,  over  the  entire 
period  of  the  borrowing,  result  in  a  very  substantial  saving  in  interest. 

Assuming  in  each  case  an  average  rate  of  interest  of  4%  throughout  the  period, 
the  total  interest  charges  under  the  present  method  would  amount  to  $36,973,000 

28,586,000 

$  8,387*000 


Under  the  proposed  method  they  would  amount  to 
or  a  saving  of 
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Initially  the  combined  charges  against  income  on  the  proposed 
basis  would  be  slightly  less  than  the  present  charge  for  depreciation  and 
interest.  However,  instead  of  declining  continually  over  a  65-year  period, 
the  proposed  combined  charges  would  be  maintained  at  the  initial  level  and 
would  thus  provide  for  the  repayment  in  full  of  all  debt  over  a  40««year 
period  instead  of  over  a  65-year  period, 

W"e  suggest  that  the  Commission  give  consideration  to  the 
adoption  of  the  proposed  method  in  respect  of  that  portion  of  the  cost  of  the 
right-of-way  for  the  Yonge  Street  Rapid  Transit  System  which  was  financed 
from  borrowings  (approximately  $28,000,000). 

The  same  principle  could  well  be  applied  in  future  to  any  acquisitions  of 
non -depreciable  assets  such  as  land  unless  they  are  financed  specifically 
from  accumulated  earnings.  This  supplementary  provision  for  debt  retirement 
should  be  such  an  amount  as  will,  whep  added  to  the  Commission11  s  charge  for 
depreciation  on  those  assets  at  its  usual  rates,  make  provision,  on  a  level 
debt  service  basis,  for  the  retirement  of  these  assets  over  40  years  based 
on  interest  at  4$  per  annum*  We  feel  that  the  adoption  of  this  policy  would 
be  a  reasonable  basis  of  providing  funds  for  the  repayment  of  debt  incurred 
in  connection  with  nondepreciable  and  long  life  assets  and  result  in  very 
substantial  savings  in  interests 
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RESPONSIBILITIES,  PLAN  OF  ORGANIZATION  AND  METHODS  OF 
 OPERATION  OF  INDIVIDUAL  OPERATING  UNITS 


This  Appendix  outlines  in  some  detail  the  responsibilities  of 
each  of  the  eight  main  departmental  units  which  form  the  present  operating 
organization  of  the  Commission*  It  describes  the  plan  of  organization 
employed  within  each  unit  and  the  general  methods  used  in  carrying  on  the 
assigned  responsibilities* 

I*  The  Engineering  Department 

This  unit  headed  by  a  Chief  Engineer  and  an  Assistant 
Chief  Engineer  is  responsible  for  the  followings 

(1)  The  design  of  all  buildings,  structures,  track,  power  supply  stations 
and  distribution  systems,  communication  systons  and  other  such 
facilities  which  arp  required  for  the  Commissions  operations* 

(2)  The  construction  or  installation  of  the  above  facilities* 

(3)  The  maintenance  of  the  above  facilities* 

(4)  The  operation  of  power  supply  stations  and  of  a  central  system  for 

controlling  the  use  of  traction  power. 

(5)  The  provision  of  fire  protection,  heating,  landscaping  and  janitor 

services  for  the  Commission*  s  properties*  The  removal  of  snow 
from  the  Commission's  track  system* 

The  department  employs  a  permanent  staff  of  slightly  more 
than  700  people  distributed  among  four  main  sections.  These  ares  a  Design 
Section  with  approximately  25  employees,  a  Way  and  Structures  Section  with 
some  550  employees,  an  Electrical  Section  with  approximately  115  employees 
and  an  Office  Services  Section  of  some  25  employees.  The  separate  responsi¬ 
bilities  of  these  sections  are  outlined  belows 

(1)  Design  Section 


This  section  headed  by  a  Superintendent,  prepares  designs. 
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specification  data  and  cost  estimates  for  all  new  facilities  or  major  changes 
in  existing  facilities,.  In  addition  it  is  responsible  for  supervising 
construction  work  that  is  carried  out  for  the  Commission  by  contractors o 
When  necessary  the  department  employs  the  assistance  of  architects  and 
consulting  engineers  etc.  to  advise  or  to  supplement  the  services  of  the 
section . 

(2)  Way  and  Structures  Section 

This  section*  under  the  direction  of  an  Assistant  Engineer* 
is  responsible  for  the  construction  work  that  is  carried  out  by  the  Commission’s 
own  work  force  and  for  all  maintenance  work  cgnnected  with  track*  buildings, 
and  other  structures „  In  addition  it  is  responsible  for  fire  protection* 
heating*  landscaping*  janitor*  watchmen  and  snow  removal  services .  Its  work 
is  distributed  among  three  subjections .  A  Way  group  headed  by  a  Superintendent 
is  responsible  for  track  construction  and  maintenance  as  well  a s  for  the 
maintenance  of  watchman  services,,  A  Structures- group*  which  is  also  headed 
by  a  Superintendent  is  responsible  for  the  maintenance  and  provision  of 
services  for  structures  and  buildings .  A  small  Fire  Prevention  group 
headed  by  a  Fire  Marshall  is  responsible  for  fire  prevention  activities. 

( 3)  Electrical  Section 

Under  the  direction  of  an  Electrical  Engineer  and  an  Assistant 
Electrical  Engineer  this  section  fs  responsible  for  the  selection*  installation 
and  maintenance  of  all  electrical  power  supply*  and  distribution  and  communica¬ 
tion  equipment.  It  i s  also  responsible  for  the  operation  of  all  power  sub¬ 
stations*  and  of  the  related  equipment  that  is  employed  to  control  power 
loads  and  maintain  power  supply  when  breakdowns  occur.  The  work  of  the 
section  is  distributed  among  a  number  of  separately  supervised  sub-sections. 

One  of  these  deals  with  all  work  connected  with  street  car*  trolley  coach 
and  subway  power  lines  as  well  as  shop  and  office  equipment*  etc.  More 
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specialized  sub-sections  deal  separately  with  the  maintenance  of  the 
Commission's  private  communications  system,,  the  subway  signal  system  and 
with  the  traction  power  supply  and  control  facilities „ 

(4)  Office  Services  Section 

This  section  headed  by  a  Supervisor  is  responsible  for 
providing  appropriate  timekeeping  and  other  clerical  systems  and  services 
for  the  department,  and  for  accumulating  data  needed  for  controlling  the 
progress  being  made  and  the  costs  being  incurred  on  projects  undertaken 
by  the  department , 


In  the  past  two  years  the  total  annual  expenditures  over 
which  the  department  exercises  control  have  averaged  approximately 
$7,800,000  per  year.  These  expenses  are  incurred  for  the  following  purposes, 

Type  of  Expense  Approximate  Amount 


Capital  Expenditures  on  New 
Facilities  and  Improvement s 0 

Maintenance#  Construction  and  Service 
Expenditures  Charged  to  Operations, 

Costs  of  Traction  Power  Purchased  for 
Street  Car,  Subway  and  Trolley 
Coach  Operation, 


$2,300,000 


3,400,000 


2,100,000 


The  department  plans  and  controls  its  annual  expenditures  within  each  of 
these  classifications  through  the  use  of  budgets  based  upon  detailed 
analysis  of  the  work  which  it  must  undertake. 

In  the  case  of  expenditures  relating  to  capital  projects 
and  to  major  repair  projects  the  department  obtains  from  officials  of  the 
Commission,  in  the  fall  of  each  year,  general  specifications  covering  new 
facilities  and  major  improvements  which  they  expect  will  be  needed  in  the 
following  two  years*  From  this  information  the  department  prepares  rough 
estimates  of  the  costs  of  each  project  and  submits  to  the  General  Manager 
a  list  of  the  projects,  their  estimated  total  costs  and  the  distribution 
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of  costs  between  each  of  the  two  years,,  The  General  Manager  uses  this  list 

to  select  and  recommend  to  the  Commission  a  program  of  capital  projects  and 
major  repair  work  that  will  be  given  preliminary  approval  for  the  period® 

When  this  program  has  been  authorized  it  forms  the  basis  on  which  the 
Engineering  Department's  activities  in  connection  with  capital  projects 
are  planned* 

Detail  design  work  is  undertaken  in  accordance  with  that  plan, 
and  the  specification  data  needed  to  prepare  final  estimates  of  the  costs 
of  the  individual  projects  are  assembled,.  As  those  estimates  become  available 
they  are  used  by  the  General  Manager  to  obtain  final  authority  from  the 
Commission  to  proceed  with  the  separate  projects  included  in  the  program* 

When  work  is  started  on  each  project  control  records  are  established  in  which 
progress  toward  completion  of  the  project  is  reported  and  actual  costs  are 
accumulated  as  they  are  incurred*  From  these  records  the  senior  officials  of 
the  department  are  supplied  with  periodic  reports  which  they  use  to  control 
the  progress  and  the  costs  of  the  separate  projects* 

In  the  case  of  maintenance  and  service  activities  the  types 
and  costs  of  work  to  be  undertaken  are  similarly  pre-planned,  and  a  proposed 
budget  of  expenditures  is  prepared  by  the  department*  For  that  purpose  the 
supervispry  staffs  of  the  department  inspect  the  facilities  for  which  they  are 
responsible,  prepare  lists  of  the  maintenance  projects  which  should  be  undertaken 
in  the  following  year  and  set  up  general  schedules  for  carrying  out  the  work 
that  is  contemplated.  Working  from  estimates  of  the  costs  of  these  projects 
and  estimates  of  routine  maintenance  and  service  costs,  etc*  the  officials 
of  the  department  forecast  proposed  month  by  month  expenditures  for  the 
year.  This  forecast  is  submitted  to  the  General  Manager  for  consideration* 

When  he  has  approved  the  proposal,  or  through  consultation  with  the  department 
head  altered  it,  he  uses  the  data  that  have  been  assembled  to  formulate  th.e 
annual  budget  of  operating  expenditures  which  he  proposes  to  the  Commission* 
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When  this  has  been  approved  by  the  Commission  it  is  employed  by  the  department 
to  control  expenditures  on  operating  maintenance  work  and  services  for  the 
budget  period. 


Expenditure  budgets  for  traction  power  are  established 


annually  on  the  basis  of  prior  cost  experience  and  forecasts  of  the  number 
of  vehicles  and  the  mileage  to  be  operated  by  the  Commission1 s  street  car, 
subway  train  and  trolley  coach  services., 

2  o  The  'Equipment  Department 


The  Equipment  Department  is  responsible  for  the  following: 

(1)  Recommending  the  specifications  to  be  established  for  vehicles  used 


by  the  Commission  and  its  subsidiary  Company*  Gray  Coach  Lines  Limited 
and  for  replacement  parts  and  materials  used  in  maintaining 
vehicles „ 


(2)  Storing*  servicing*  cleaning*  inspecting  and  repairing  all  vehicles 


and  vessels  owned  or  operated  by  the  Commission  and  its  subsidiary* 
Currently  the  department  maintains  approximately  2*000  vehicles  as 
follows: 


Approximate  Number 


880 

134 

140 

460 

250 


Street  Cars 
Subway  Cars 
Trolley  Coaches 
Buses 
Coaches 

Work  cars*  snow  cleaning 
equipment*  automobiles* 


140 


etc  „ 


(3)  The  design  and  maintenance  of  fare  boxes,  change -handling  equipment* 
token  dispensers,  turnstiles*  etc,  as  well  as  the  production  of 
certain  of  these  units. 

Operations  of  the  department  are  directed  by  a  General  Superintendents  Its 
staff  totals  approximately  1600  employees.  The  responsibilities  which  are 


assigned  to  it  are  distributed  among  five  main  sections.  These  are  an 
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Electrical  Equipment  Section,  an  Automotive  Equipment  Section,  a  Ferry  Service 
Section,  an  Office  Services  Section,  and  a  Cost  Analysis  Section,,  The  work 
handled  by  these  sections  is  outlined  below; 

,(l)  Electrical  Equipment  Section 

This  section,  headed  by  a  Superintendent,  is  responsible  for 
the  department's  work  relating  to  electrically  powered  vehicle  equipment „ 

In  addition  it  handles  most  of  the  major  body  repair  work  required  for  all 
types  of  vehicles  and  the  work  in  connection  with  the  maintenance  of  fare 
boxes  and  like  equipment*  The  work  of  the  section  is  handled  through  the 
operation  of  five  sub-sections. 

A  Car  House  .Operation  Sub-Section,  headed  by  a  Supervisor, 
operates  six  car  houses  which  are  located  strategically  at  different  points 
in  the  City.  At  the  individual  car  houses  storage  facilities  for  servicing, 
cleaning,  inspecting  and  doing  light  repair  work  are  provided.  On  the  average 
some  80  employees  are  employed  at  a  s ingle  car  house.  A  Senior  Foreman  directs 
the  work  at  each  car  house,, 

A  Shops  Sub-Section,  under  the  direction  of  a  Supervisor, 
handles  all  major  repair  work  for  electrically  powered  equipment  and  most  of 
the  major  body  work  for  vehicles  of  any  type.  This  shop  is  located  at  the 
Commission's  Hillcrest  Yard.  Its  staff  totals  some  380  employees. 

A  Fare  Box  Maintenance  Sub-Section  located  at  Hillcrest 
yards  is  responsible  for  maintenance  of  fare  boxes,  change  equipment,  token 
dispensers,  safes,  locks,  etc.  In  addition  it  manufactures  certain  specialized 
equipment  of  this  description*  It  employs  a  staff  of  12  employees  under  the 
direction  of  a  Supervisor. 

An  Equipment  Engineering  Sub-Section  headed  by  an  Equipment 
Engineer  employs  a  staff  of  four  and  is  responsible  for  carrying  out  studies 
of  vehicle  design  with  the  object  of  establishing  specifications  for  new 
vehicles  that  will  result  in  optimum  vehicle  performance.  The  sub-section 
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also  develops  modifications  in  existing  equipment  and  supplies  design  services 
to  the  Fare  Box  Maintenance  Section. 

A  Material  Sub-Section  headed  by  a  Supervisor  is  responsible 
for  keeping  appropriate  stocks  of  frequently  used  parts,  materials  and  supplies 
on  hand  in  the  car  houses  and  at  convenient  stockkeeping  points  in  the 
section’s  central  shops.  Some  15  employees  are  engaged  on  this  work# 

(2)  Automotive  Equipment  Section 

This  section  is  responsible  for  the  department’s  work  relating 
to  automotive  powered  vehicles 0  The  plan  of  staff  organization  and  the  arrange 
ment  of  facilities  which  it  employs  parallel  those  used  by  the  Electrical 
Equipment  Section.  The  section  is  headed  by  a  Superintendent  who  directs  the 
activities  of  four  main  sub-sections.  A  Garage  Operation  Sub -Section  operates 
7  garages  where  buses  and  coaches  are  stored  and  routine  maintenance  work  is 
done.  The  average  staff  employed  at  one  of  these  garages  is  about  60  employees 
In  addition  the  section  maintains  a  service  staff  of  three  employees  at  both 
the  Hamilton  and  Oshawa  terminals  of  Gray  Coach  Lines#  A  Shops  Sub-Section 
located  at  the  section’s  Parkdale  garage  deals  with  major  repair  and  overhaul 
work  for  automotive  vehicles#  The  staff  employed  in  this  central  shop  totals 
about  125  employees#  Small  Engineering  and  Materials  Sub-Sections  supply, 
for  this  section,  services  which  parallel  those  provided  by  the  corresponding 
sub-sections  of  the  Electrical  Equipment  Section. 

(3)  Ferry  Service  Section 

This  section,  which  employs  some  50  people  headed  by  a 
Superintendent,  is  responsible  for  both  the  operation  and  maintenance  of 
the  fleet  of  vessels  used  to  provide  service  to  the  Torcnto  Island  in  the 
summer  months.  On  all  matters  relating  to  maintenance  and  repair  of  vessels 
it  reports  to  the  General  Superintendent  of  Equipment. 
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(4)  Office  Services  Section 

Headed  by  a  Supervisor  of  Office  Services  and  employing  a 
staff  of  some  50  people,  this  section  is  responsible  for  developing  the 
clerical  procedures  to  be  used  in  all  sections  of  the  department  and  providing 
the  clerical,  stenographic  and  typing  staff  required  for  the  maintenance  of 
these  procedures,,  It  maintains  the  department’s  vehicle  inspection  records 
and  employee  time  records  and  prepares  reports  etc. 

The  staff  of  this  section  is  distributed  throughout  the 
various  operating  units  of  the  department  to  deal  with  the  clerical  work  of 
the  individual  shops,  car  houses,  garages  and  of  the  Central  Office  of  the 
department,,  In  practice  the  work  of  most  of  the  staff  of  the  section  is 
directed  by  the  supervisors  of  the  areas  to  which  the  individual  clerks 
are  assigned, 

(5)  Cost  Analysis  Section 

Under  a  Supervisor  a  small  staff  attached  to  this  section 
is  responsible  for  the  assembly  of  cost  data  to  be  used  by  the  supervisors 
of  the  department's  operating  sections  in  comparing  and  controlling  vehicle 
maintenance  and  repair  costs.  It  carries  out  special  cost  studies.  It 
prepares  for  the  separate  secticns  detailed  reports  setting  out  month-by¬ 
month  expenditures  against  budget  figures  in  terms  of  total  expenditure  and 
of  costs  per  vehicle-mile  by  separate  vehicle  classifications.  It  accumulates 
and  prepares  quarterly  reports  of  repair  and  overhaul  costs  by  individual 
vehicle  model  grouping  within  each  classification  in  terms  of  both  total 
expenditure  and  cost  per  mile  operated.  It  carries  out  the  detail  work 
connected  with  the  development  of  the  department's  annual  operating  budgets. 

Much  of  the  work  of  the  various  car  houses  and  garages  and 
also  of  the  two  central  shops,  is  done  in  accordance  with  work  schedules  that 
are  planned  and  controlled  with  considerable  care.  Detailed  standard  practice 
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procedures  have  been  dev doped  which  specify,  for  each  type  of  vehicle  that 
is  in  use,  the  various  servicing,  cleaning,  inspection  and  overhaul  operations 
which  must  be  performed  regularly  on  any  vehicle,,  In  addition  they  specify 
the  frequency  of  occurrence  of  each  operation,  either  in  terms  of  a  time  period 
or  mileage  travelled*  The  headquarters  staff  of  the  department  use  these 
specifications  to  direct  the  performance  of  such  work  at  each  car  house  or 
garage*  They  maintain  a  vehicle  history  record  for  each  vehicle  in  which 
total  mileage  operated  is  accumulated,  and  the  servicing,  inspection,  repair 
and  overhaul  work  is  recorded®  They  use  these  records  to  issue  day  to  day 
instructions  to  each  car  house  and  garage  covering  the  work  to  be  done  and 
the  particular  vehicles  on  which  it  is  to  be  done®  Similarly  they  receive 
reports  from  each  car  house  and  garage  detailing  the  work  completed  from 
day  to  day® 

The  supervisors  of  the  Car  House  and  Garage  Sub-Sections, 
with  the  assistance  of  the  superintendents  of  their  sections,  determine  the 
numbers  of  employees  to  be  assigned  to  each  car  house  and  garage  by  analyzing 
the  requirements  of  the  individual  units  in  detail*  They  consider  the  numbers 
and  types  of  vehicles  located  at  an  individual  operating  point,  the  normal 
mileages  operated  by  these  vehicles,  the  resulting  numbers  of  regularly 
recurring  separate  operations  that  will  be  required  to  maintain  the  vehicle 
fleet,  and  the  estimated  normal  man-time  needed  per  occurrence  of  each  of  the 
different  types  of  operation*  For  this  purpose  the  department  periodically 
assembles  records  of  the  amount  of  man -time  being  used  to  perform  most  of 
the  common  cleaning,  servicing  and  inspection  operations  and  from  these 
selects  allowed  normal  times  per  occurrence*  In  this  way  the  section 
supervisors  assess  the  basic  work  load  that  must  be  handled  at  a  particular 
car  house  or  garage  and  use  it  to  develop  a  staff  arrangement  that  will  fit 
its  needs  as  closely  as  possible* 
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The  numbers  of  employees  required  to  staff  the  two  major 
repair  and  overhaul  shops  are  determined  in  a  manner  that  is  generally  similar 
to  that  used  in  dealing  with  the  car  house  and  garage  operations .  Much  of  the 
work  of  these  units  relates  to  regularly  recurring  overhead  and  rebuilding 
activities  which  can  be  pre-planned.  Based  upon  experience  gained  from  the 
operation  of  different  types  of  vehicles  and  from  forecasts  of  vehicle 
operations  the  sectional  superintendents  anticipate  the  volume  of  such  work 
that  V)rill  have  to  be  done  in  the  central  shops  from  year  to  year.  Each  year 
they  develop  an  annual  program  of  such  work  to  meet  the  needs  of  the  following 
twelve  months.  This  program  is  used  by  the  shop  supervisors  to  develop  estimates 
of  the  man-time  needed  in  each  section  of  the  shops  to  deal  with  that  program 
and  to  handle  normal  emergency  work.  These  estimates  form  the  basis  for  shop 
staffing  arrangements. 

Operating  expenditures  for  each  section  of  the  department  are 
planned  annually  through  the  development  of  a  detailed  expense  budget  which 
establishes  proposed  outlays  for  the  next  year.  When  this  budget  has  been 
approved,  the  month  to  month  outlays  it  authorizes  are  related  to  actual 
expenses  as  they  are  incurred,  and  are  used  to  control  actual  costs  of 
operation. 

5 ,  The  Development  Unit 

Under  the  direction  of  an  Assistant  Manager  this  unit  is 
responsible  for  the  followings 

(1)  Undertaking  studies  of  current  and  future  transit  needs  within 

Metropolitan  Toronto  and  areas  immediately  adjacent  to  it. 

(2)  Recommending  the  arrangement  of  vehicle  routes  that  will  meet 

current  transit  needs  in  the  most  appropriate  manner. 

(5)  Recommending  schedules  of  vehicle  operation  on  each  route  which 

will  accommodate  the  flow  of  traffic  on  the  route  in  accordance 
with  prescribed  policies. 
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The  work  of  the  unit  is  distributed  between  two  departments. 

A  Research  Department  employing  a  staff  of  26  and  a  Schedules  Department 
employing  a  staff  of  28 e  The  responsibilities  of  the  separate  departments 
are  outlined  below. 

(l)  Research  Department 

Headed  by  a  Research  Engineer  this  department  is  responsible 
for  carrying  on  studies  of  the  current  and  future  transit  needs  of  the 
Metropolitan  area  and  recommending  the  types  and  locations  of  the  vehicle 
routes  that  can  be  established  to  meet  those  needs.  For  that  purpose  it 
assembles  and  analyzes  data  relating  to  the  present  and  expected  future 
population  of  the  separate  areas  of  the  community*  and  to  the  street  systems 
serving  those  areaso  It  makes  studies  of  the  volume*  type*  and  direction  of 
traffic  flow  within  the  areas  and  conducts  surveys  of  trip  origin  and  destination 
points.  It  makes  studies  of  passenger  movement  at  route  terminal  points  and 
of  the  distribution  of  passengers  along  existing  routes.  It  assembles  data 
which  are  used  to  provide  estimates  of  operating  costs  and  revenues  for  new 
routes. 

To  meet  the  need  for  frequent  change  in  routes  serving 
suburban  areas  it  conducts  periodic  counts  of  passengers  being  carried  on  all 
routes  outside  the  limits  of  the  present  central  zone  and  reviews  the  service 
being  supplied  on  these  routes. 

The  work  of  the  department  is  divided  among  three  sections. 

A  Planning  Section  directed  by  a  Research  Assistant  deals  with  the  assembly 
and  analysis  of  material  used  in  the  department's  studies.  A  Traffic  Surveys 
Section  headed  by  a  chief  clerk  is  responsible  for  conducting  special  purpose 
traffic  counts  throughout  the  Metropolitan  area  and  for  making  regular  counts 
of  passengers  riding  on  vehicles  serving  suburban  routes.  A  small  Draughting 
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Section  prepares  maps,  route  plans,  charts,  graphs,  and  other  material  used 
to  record  or  present  the  information  obtained  from  the  department's  studies* 

(2)  Schedules  Department 

Directed  by  a  Schedules  Engineer  this  section  is  responsible 
for  the  preparation  of  the  schedules  under  which  individual  vehicles  are 
operated  in  regular  service  on  all  routes*  From  these  route  schedules  it 
also  prepares  the  basic  work  assignments  which  determine  how  the  time  of 
individual  vehicle  operators  will  be  used* 

The  schedules  establish,  for  each  route,  the  times  at  which 
individual  vehicles  will  go  into  and  out  of  service  and  will  pass  the  terminal 
points  of  the  route*  Hence  they  establish  the  frequency  of  service  past  any 
point  on  the  route.  The  work  assignments  identify,  for  each  scheduled  vehicle, 
the  time  or  times  at  which  a  vehicle  operator  will  be  required  to  take  over 
the  operation  of  a  particular  vehicle  on  the  schedule  and  the  time  or  times 
when  he  will  go  off  duty. 

A  separate  schedule  is  established  to  cover  the  operation 
of  vehicles  on  any  route  under  the  different  conditions  which  are  encountered 
on  different  days  of  the  week*?  There  is  one  schedule  for  week  days,  one  for 
Saturdays,  one'  for  Sundays,  and  one  for  holidays. 

When  a  set  of  schedules  is  established  it  remains  in  effect  for 
a  prescribed  period  of,  normally,  four  to  six  weeks.  By  agreement  with  the 
employees  concerned  no  change  in  the  schedule  and  resulting  work  assignments 
can  be  made  during  this  period.  The  reason  for  this  arrangement  is  that  the 
vehicle  operators  are  given  certain  rights  to  select  from  any  schedule,  on 
the  basis  of  seniority  standing,  a  particular  work  assignment  which  is  retained 
for  the  schedule  period.  Thus  when  changes  in  schedules  are  made  employees 
with  high  seniority  standing  must  have  the  opportunity  to  change  their  selection 
of  work  assignments.  The  changes  in  schedules  which  are  made  at  revision  periods 
normally  originate  from  one  of  four  sources: 
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Instructions  issued  by  the  General  Manager  to  provide  for  overall 
improvement  in,  or  restriction  of,  service*  These  instructions 
reflect  general  policy  decisions  taken  by  the  Commissi on. 
Recommendations  arising  from  studies  of  suburban  area  routes  that 
have  been  made  by  the  Research  Section, 

Analysis  of  passenger  load  information  for  individual  routes  that 
has  been  assembled  by  staff  of  the  section. 

Requests  from  divisional  superintendents  of  the  Transportation 
Department  who  report  overloading  or  over service  on  individual 
routes  at  particular  timeso  The  requests  are  based  on  information 
supplied  to  the  superintendents  by  route  inspectors  or  obtained 
from  review  of  the  above  noted  passenger  count  reports. 

The  last  of  these  four  sources  is  the  one  that  most  commonly  leads  to  the 
detailed  changes  that  are  made  in  schedules  at  each  revision  period* 

When  proposals  are  made  for  schedule  changes  that  call  for  the 
introduction  of  new  routes,  the  alteration  of  existing  routes,  or  significant 
changes  in  service  frequency  on  existing  routes,  they  are  first  recommended  to 
the  Service  Change  Committee  for  its  consideration.  Changes  approved  by  that 
Committee  are  submitted  to  the  General  Manager,  who,  if  in  agreement  with  the 
recommendations,  takes  them  to  the  Commission  for  final  authorization.  Minor 
changes  in  schedules  are  handled  by  the  Commission's  staff  without  reference 
to  the  Commission  proper® 

The  staff  of  the  Schedules  Department  is  distributed  among 
three  sections,  A  Passenger  Count  Section  is  headed  by  a  Senior  Engineer 
who  plans  and  directs  the  activities  of  a  group  of  13  passenger  count  checkers. 
The  checkers  mate  periodic  counts,  by  route,  of  the  number  of  passengers  carried 
per  vehicle  at  the  point  on  a  route  where  the  vehicle  load  is  greatest*  The 
counts  are  taken  over  a  full  day«  A  Supervisor  of  Schedules  heads  a  group  of 


(i) 

(ii) 

(iii) 

(iv) 


‘ 
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6  schedule  writers  who  do  all  detail  work  relating  to  the  preparation  of 
individual  route  schedules  and  establishing  appropriate  work  assignments 
from  those  schedules *  A  Chief  Clerk  heads  a  group  of  5  clerical  employees 
and  is  responsible  for  the  reproduction  of  schedules,  work  assignment  lists 
etc.  and  their  distribution  to  other  departments,  the  maintenance  of  the 
department’s  statistical  records  and  the  handling  of  related  clerical  work., 

Each  year  it  is  a  responsibility  of  the  Schedules  Department, 
with  assistance  from  the  Research  Department  to  develop  a  forecast  of  the  total 
vehicle  mileage  for  all  routes  during  the  following  yearc  The  expected  mileage 
figures  are  developed  by  types  of  vehicle  employed,  i.e«,  street  car  routes, 
subway  routes,  bus  routes  and  trolley  coach  routes.,  When  approved  by  senior 
officials  these  vehicle  mileage  forecasts  are  used  by  the  various  operating 
departments  in  the  preparation  of  their  proposed  expense  budgets  for  the 
year  ahead* 

4  *  The  Transportation  Department 

Under  the  direction  of  a  General  Superintendent  of  Transportation 
this  department  is  responsible  for  the  following; 

(1)  The  operation  of  vehicles  within  Metropolitan  Toronto  and  its 

immediately  adjacent  areas  in  accordance  with  prescribed  schedules 
and  with  the  requirements  arising  from  particular  traffic  demands. 

The  sale  of  tickets,  collection  of  fares  and  the  issue  and  collection 
of  transfers* 

(2)  The  negotiation  of  arrangements  for  and  operation  of  special  charter 

services  within  the  Metropolitan  area  for  schools,  commercial 
organizations  etc* 

(3)  The  negotiation  of  arrangements  for  interurban  services  by  the  Gray 

Coach  Lines  Limited*  The  development  of  schedule?  and  rates, of  fare 
applicable  to  these  services*  The  promotion  of  motor  coach  service 
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to  the  public,  the  sale  and  collection  of  fares  and  the  operation 
of  vehicles  on  established  routes.  The  negotiation  of  arrangements 
for  and  operation  of  chartered  vehicles  services  to  points  outside 
the  Metropolitan  Toronto  area. 

(4)  The  operation  of  a  ferry  service  to  Toronto  Island* 

In  terns  of  numbers  employed  the  Transportation  Department 
is  the  largest  single  unit  of  the  organization.  At  present  its  staff  totals 
some  2,900  employees.  Of  these  about  2?400  men  are  employed  as  vehicle 
operators,  subway  guards,  etc* 

The  work  of  the  department  is  carried  out  through  a  plan  of 
organization  that  distributes  its  activities  among  four  main  sections.  These 
are  an  Urban  Service  Section,  an  Interurban  Section,  a  Ferry  Service  Section 
and  an  Office  Services  Section.  The  individual  areas  of  responsibility  and 
principal  methods  of  operation  are  described  below: 

(l)  Urban  Service  Section 

This  section  is  responsible  for  the  operation  of  vehicles  and 
the  sale  and  collection  of  fares  on  all  routes  within  the  Metropolitan  service 
area  as  well  as  for  the  operation  of  chartered  vehicle  services  within  that 
area.  These  activities  are  administered  by  a  Superintendent,  Urban  Service 
and  an  assistant  who  co-ordinate  the  operations  of  six  sub-sections  identified 
as  Operating  Divisions,  a  Mobile  Supervision  and  Communications  Sub-Section 
and  a  School  of  Instruction. 

(i )  Operating  Divisions 

Direct  responsibility  for  the  operation  of  vehicles  is  assigned 
to  six  Operating  Divisions,  A  prescribed  set  of  complete  routes,  or  in  the  case 

1 

of  certain  routes  a  share  of  the  total  service  on  the  routes  is  assigned  to  each 
division.  Divisional  route  assignments  are  arrarged  so  that  the  routes  of  each 
division  can  be  served  from  one  car  house,  or  from  a  combination  of  a  car  house 
and  a  garage  conveniently  located.  Operations  within  an  individual  division 
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are  headed  by  a  Division  Superintendent.  These  officials  are  responsible  for  - 

(a)  Supervising  a  staff  of  vehicle  operators,  and  guards,  etc,  in  the 

case  of  subway  operations,  that  will  permit  the  scheduled  services 
to  be  maintained  and  will  allow  any  necessary  added  route  or 
charter  services  to  be  supplied* 

(b)  Anticipating  and  supplying  extra  service  demands  within  the 

divisional  area  that  may  be  created  by  special  events. 

(c)  Continually  studying  the  day  to  day  traffic  loads  and  recommending 

to  the  Schedules  Department  changes  in  schedules  designed  to 
provide  an  improved  balance  between  vehicles  in  service  and  the 
traffic  loads. 

(d)  Taking  acti  on  to  maintain  service  when  scheduled  operations  are 

interrupted  by  delays  resulting  from  accidents,  vehicle  failures, 
weather  conditions,  etc. 

(e)  Directing  the  routine  activities  connected  with  operator  work 

assignments  and  ensuring  that  the  time  of  those  operators  who 
can  not  be  given  regular  assignments  is  used  to  best  advantage, 

(f)  Directing  and  controlling  the  performance  of  all  the  division8 s 

employees  to  ensure  that  the  Commission*  s  standards  of  performance 
are  maintained.  Taking  disciplinary  action  where  necessary. 

The  Division  Superintendent  is  provided  with  a  clerical  staff 
and  a  staff  of  route  inspectors.  The  clerical  staff  handles  the  routine  work 
of  issuing  tickets,  transfers,  etc.  to  the  vehicle  operators,  and  receiving 
cash  and  fares  from  them  when  they  have  completed  a  run.  It  arranges  the 
distribution  of  work  assignments  to  operators  and  obtains  volunteer  extra 
service  time  from  operators  when  it  is  required.  It  prepares  reports  relating 
to  operations  within  the  division.  The  route  inspectors  are  responsible  for 
supervising  the  operation  of  vehicles  while  they  are  on  the  routes.  Each 
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inspector  is  assigned  a  specific  set  of  routes  on  which  he  inspects  the 
service  continuously ,  He  takes  steps  to  maintain  vehicle  schedules  wherever 
possible  and  to  minimize  the  effect  of  unavoidable  delays  by  re-routing  or 
short  turning  vehicles  if  necessary.  The  inspectors  provide  the  Division 
Superintendent  with  a  daily  report  on  the  traffic  situation  on  their  routes, 
delays  encountered  etc.  They  also  suggest  needed  improvements  in  service. 

The  staffs  employed  in  the  six  divisions  range  from  some  250 
to  500  employees,  the  average  being  approximately  450,  In  a  division  of 
average  size  20  to  25  employees  are  engaged  on  clerical  work,  15  to  20  are 
route  inspectors  and  the  remainder  are  vehicle  operators. 

Problems  Encountered  in  Manning  Vehicles 

The  task  of  manning  vehicles,  which  must  be  handled  by  the 
operating  divisions,  is  difficult,  In  the  main  body  of  this  report  we  make 
certain  recommendations  relating  to  this  matter.  For  that  reason  the  problems 
involved  and  the  methods  used  to  dealwith  them  are  outlined  here  in  some  detail. 

The  difficulty  arises  from  the  fact  that  on  almost  all  routes 
the  passenger  loads  fluctuate  widely  between  different  times  of  the  day  on  week 
days,  and  also  between  week  days,  Saturdays  and  Sundays,  Because  of  the  wide 
changes  in  traffic  demand  that  are  encountered  on  a  week  day  the  number  of 
vehicles  that  must  be  placed  in  service  at  the  peak  morning  and  evening  rush 
hour  periods  is,  on  the  average,  almost  three  times  the  number  used  at  mid¬ 
day  or  in  the  evening.  On  the  other  hand  the  numbers  of  vehicles  required 
on  Saturdays  and  Sundays  is  normally  below  that  needed  on  week  lays.  Under 
these  circumstances  it  is  impossible  to  arrange  work  assignments  which  will 
permit  all  vehicle  operators  to  complete  a  normal  day8 s  work  of  8  hours 
during  a  single  period  on  the  job.  Nor  is  it  possible  to  give  all  operators 
a  full  8  hours  of  work  on  a  single  day.  While  the  situation  that  must  be  met 
varies  to  some  extent  between  routes  and  hence  between  divisions,  on  the 
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average  only  about  40$  to  50$  of  the  total  vehicle  operators  staff  can  be 
given  what  are  known  as  "onepiece"  work  assignments.  These  are  assignments 
permitting  an  operator  to  complete  approximately  8  hours  of  work  without 
interruption.  The  remainder  must  handle  "two  piece"  assignments  which 
require  them  to  be  on  duty  for  restricted  periods  during  both  the  morning 
and  evening  rush  hours*  In  many  cases  the  scheduled  time  of  vehicle  operation 
during  either  one  of  these  rush  periods  is  much  less  than  4  hours  or  half  of  a 
full  day*s  work* 

Basis  of  Manning  Vehicles 

To  provide  a  basis  for  dealing  with  some  of  the  problems  that 
result  from  this  situation  officials  of  the  Commission  and  the  vehicle  operators 
have  worked  out  certain  rules  and  arrangements  by  which  the  staffing  of  vehicles 
in  operation  are  governed. 

The  more  important  of  these  are  the  following0. 

(i)  Guarantees 

Each  employee  is  guaranteed  payment  for  80  hours  of  work  time 
for  10  days  of  duty  during  a  pay  period  of  two  weeks,  but  not 
all  are  guaranteed  8  hours  in  any  one  day.  An  employee  is 
paid  overtime  premium  only  if  his  actual  driving  time  exceeds 
8g  hours  in  any  one  day* 

(ii)  Selection  of  Work  Assignments 

When  a  schedule  is  issued  to  a  division  it  is  accompanied  by  a 
"Crew  Guide",  The  "Crew  Guide",  which  is  prepared  by  the 
Schedules  Department,  lists  the  work  assignments  that  can  be 
arranged  frcm  the  schedule  to  yield  what  is  considered  a  full 
day*s  work  for  one  operator  for  each  day  he  will  normally  work 
during  a  pay  period*  These  assignments  consist  of  a  "onepiece" 
daily  continuous  vehicle  assignment  per  day  of  approximately  8  hours 
duration  or  a  "two  piece"  combination  of  separate  morning  and 
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evening  rush  period  assignments  which  in  total  make  up 
approximately  8  hours  of  work  per  day.  Currently  the  work 
assignments  established  by  the  "Crew  Guides"  account  for  an 
average  of  about  85$  of  total  vehicle  operating  hours  called 
for  by  a  schedule. 

When  the  '’Crew  Guide'1  for  a  new  schedule  is  received  at  a  division* 
a  sign-up  slip  is  posted  and  operators  of  the  division  are  permitted 
to,  select  those  work  assignments  they  wish  to  handle  on  the  basis 
of  their  seniority  standing  within  the  division.  Those  who  make 
selections  remain  on  the  assignments  chosen  for  the  period  the 
schedule  is  in  effect, 

(iii)  Assignment  of  Work  to  Extramen 

Operators  who  do  not  elect  to  choose  an  assignment  from  the  "Crew 
Guide" or  who  do  not  qualify  to  do  so  because  of  their  seniority 
position  are  termed  extramen  for  the  schedule  period. 

The  administrative  staff  of  the  Division  has  the  right  to  assign 
extramen  to  "pieces"  of  work  that  can  be  changed  from  day  to  day. 

A  single  day” s  assignment  can  be  made  up  of  any  combination  of 
"pieces"  called  for  by  the  schedule  but  not  included  in  the 
"Crew  Guide"  assignment 3*  extra  vehicle  runs  put  in  service 
by  the  Division  Superintendent*  special  event  runs*  or  charter 
runs.  It  can  ipvolve  the  replacement  of  an  absent  operator* 
stand-by  report  duty  or  temporary  transfer  to  another  operating 
division*. 

These  assignments  are  made  by  the  division  assignment  clerks.  In 
dealing  with  this  task  they  post  assignments  each  day  covering 
the  work  to  be  done  by  each  extraman  on  the  following  day.  This 
posting  is  done  according  to  a  systematic  plan  of  staff  rotation 
which  normally  changes  the  assignment  given  to  an  individual  man 
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from  day  to  day.  The  use  of  this  procedure  tends  to  equalize 
the  total  amount  of  actual  work  time  that  is  assigned  to  the 
individual  extramen  in  the  course  of  a  pay  period,,  This  has  the 
effect  of  minimizing  the  total  amount  of  allowance  time  that  must 
be  paid  to  give  all  extramen  at  least  80  hours  of  paid  time  per 
pay  period. 

(iv)  Use  of  Volunteers 

The  divisions  through  agreement  with  the  operators,  have  been  making 
extensive  use  of  what  are  termed  volunteers,  to  provide  staff  for 
the  operation  of  many  of  the  short  interval  rush  hour  work  assignments 
which  are  scheduled  but  cannot  be  included  in  the  Crew  Guide.  A 
"volunteer"  is  an  operator  who  agrees  to  handle  a  "piece  of  work" 
in  addition  to  his  primary  assignment  either  on  one  of  his  days  off 
duty,  or  prior  to ,  or  following  the  completion  of  that  assignment 
on  a  working  day.  When  the  added  "piece  of  work"  is  handled  by  a 
volunteer  on  a  working  day  he  is  paid  at  overtime  premium  rate  for 
all  operating  time  in  excess  of  8^  hours  during  that  day.  As  a 
general  rule  it  can  be  shown  that  any  single  vehicle  run  which 
involves  an  operating  period  of  less  than  2  hours  and  20  minutes 
can  be  manned  at  lower  cost  through  the  use  of  the  services  of  a 
volunteer  at  overtime  rate  than  would  be  the  case  if  an  extraman 
were  to  handle  it  as  part  of  a  "two  piece"  work  assignment. 

During  the  past  year  an  average  of  about  one  operator  for  each  four1 
employed  has  been  taking  on  volunteer  assignments  on  week  days. 

This  volunteer  work  has  supplied  the  staff  time  needed  to  man 
upwards  of  half  of  all  rush  hour  vehicles  work  assignments  which 
could  not  be  fitted  into  a  regular  assignment  on  the  Crew  Guides. 
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Costs  of  Handling  Rush  Hour  Peaks 

The  use  of  volunteer  tpme  and  the  freedom  given  the  divisional 
officials  to  assign  extramen  to  a  wide  variety  of  tasks  on  both  urban  and  inter- 
urban  services  has  enabled  the  department  to  avoid  much  of  the  cost  of  unused 
operator  time,,  Such  costs  are  not  wholly  avoidable  when  a  large  number  of 
vehicles  must  be  put  in  service  only  for  two  short  rush-hour  periods  per  day 
while  at  the  same  time  every  operator  must  be  paid  for  an  average  of  8  hours 
per  day  worked ®  It  has  been  estimated  that  through  the  use  of  volunteer  time 
during  the  past  year  the  system  wide  operator  wage  bill  has  been  kept  to  a  figure 
that  is  about  $>£50,, 000  to  $>30Q,00Q  lower  for  the  year  than  would  have  been  the 
case  if  all  runs  on  which  volunteers  were  used  had  been  filled  through  the  use 
of  added  extramen. 

Nevertheless  the  extra  wage  costs  which  can  be  directly  attributed 
to  meeting  rush  hour  service  needs  are  substantial,,  They  can  be  stated  in 
approximate  terms  by  the  following  figures ® 


Year 

1955 

1956 


Approximate  Extra  Wage  Costs  Incurred 
in  Providing  Short  Term  Vehicle  Service 
During  flush  Hour  Period 


Make-up  Pay  Allowances 
to  Extramen  Who  Worked 
Less  Than  80  Hours  Per 
Pay  Period 

“  U  -  ■—  ™  ~  ■■  t-,  t  > r^r- 

$192,950 

88,210 


Overtime 
Premium 
Paid  to 
Volunteers 

$  91,930 


151 s 310 


Total  Extra  Wage  Costs 
Resulting  From  Operation 
of  Short  Interval  Rush 
Hour  Runs 

$284, 880 


239,520 


The  differences  .for  the  years  1955  and  1956  are  explained 
primarily  by  the  fact  that  the  average  number  of  operators  employed  during  1956 
was  some  8%  lower  than  the  number  employed  in  1955®  This  reduced  the  number  of 
extramen  in  1956  and  permitted  the  assignment  of  fuller  work  loads  to  the  men 
on  duty®  Thus  make-up  pay  allowances  were  cut  substantially®  Against  this. 


increased  use  was  made  of  volunteer  time  in  1956®  As  a  result  overtime  premium 


' 
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payments  rose.  The  combined  effect  of  these  changes  was  a  net  drop  in  extra 
wage  costs  of  some  <#40*000  to  <$50*000  for  the  year. 

The  total  costs  shown  for  1956  appear  to  be  lower  than  should 
be  normally  expected.  During  that  year  a  number  of  the  divisions  were  at 
times  unable  to  obtain  a  sufficient  number  of  volunteers  to  man  all  scheduled 
work  assignments.  As  a  result  certain  scheduled  vehicles  were  not  operated. 

In  recent  months  the  department  has  been  taking  steps  to  increase  the  size 
of  its  operator  staff  so  that  schedules  can  be  maintained  in  the  future. 

This  will  lead  to  higher  costs  of  make-up  pay  allowance. 

Control  Reports 

In  order  to  deal  with  the  joint  problem  of  staffing  vehicles 
and  providing  satisfactory  service  the  Superintendent  of  the  Urban  Service 
section  reviews  each  day  reports  from  each  division.  These  reports  deal 
with  vehicle  mileage  by  routes  and  the  number  of  vehicles  operated  on  each 
route  at  rush  hour  and  other  periods.  They  also  indicate  the  numbers  of 
vehicles  put  into  or  out  of  service  as  well  as  the  numbers  of  available 
vehicles  not  operated  at  rush  hours.  Reports  on  personnel  are  also  made 
daily  shewing  total  on  duty  in  the  evening  rush  hour,  the  number  of  volunteers 
used  in  both  rush  periods*  the  distribution  of  operator  strength  among  men  on 
duty*  men  on  their  day  off*  and  men  absent  for  other  reasons. 

The  superintendent  also  receives  daily  traffic  and  service 
reports  summarizing  information  received  from  route  inspectors  and  the 
communications  control  centre.  These  deal  with  traffic  delays*  accidents 
etc . 

In  addition  the  statistical  section  of  the  Treasury  Department 
issues  monthly  reports  with  comparisons  of  previous  years.  These  cover  for 
each  route  such  items  as  total  vehicle  miles*  total  vehicle  hours*  maximum 
number  of  vehicles  operated  at  any  time  in  the  month*  the  number  of  fares  paid. 
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The  preceding  figures  are  combined  to  give  ’’revenue  passenger  density  per 
vehicle  mile”. 

There  are  also  monthly  reports  op  accident  experience  claims* 
transfer  usage*  vehicle  mileage  and  passenger  fares  collected  in  relation  to 

budget  etc. 

(ii)  Mobile  Supervision  and  Communications  Sub -section 

This  section  which  is  directed  by  a  Chief  Mobile  Supervisor 
is  responsible  for  prompt  and  effective  action  being  taken  to  deal  with  all 
emergencies  causing  interruption  of  the  transit  services. 

The  heart  of  the  section’s  operations  is  a  Communications 
Centre  which  is  equipped  with  a  private  automatic  telephone  system  connecting 
to  all  operating  and  maintenance  facilities*  a  short-wave  radio  installation 
providing  direct  communication  with  radio  equipped  emergency  repair  trucks 
and  with  automobiles  manned  by  mobile  supervisors;  and  a  public  address 
system  supplying  contact  with  all  subway  stations  and  normal  telephone 
facilitieso  In  addition  its  equipment  includes  a  headway  recording  system 
which  automatically  records  service  delays  on  all  lines.. 

All  accidents,  unusual  incidents,  breakdowns  and  service  delays 
are  reported  to  the  centre.  A  crew  of  mobile  supervisors  in  radio  equipped 
automobiles  is  on  duty  at  all  times.  Four  of  these  supervisors  are  available 
during  the  day  and  evening  hours.  Two  are  maintained  at  night.  Whenever  any 
incident  which  will  affect  service  occurs  one  of  the  supervisors  is  immediately 
dispatched  to  the  scene  to  provide  direct  communication  between  the  point  of 
the  incident  and  the  centre.  He  takes  over  the  responsibility  of  re-routing 
vehicles*  making  investigations  etc.,  or  of  assisting  the  divisional  inspection 
staff  with  these  matters.  When  snow  cleaning  operations  are  required  the 
activities  are  directed  from  the  centre  in  accordance  with  pre-established 
plans . 
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Each  day  the  section  prepares  a  report  to  senior  officials 
summarizing  all  unusual  incidents  and  the  action  taken.  At  present  the 
section  employs  a  staff  of  33  people  who  supply  service  on  a  24  hour  per 
day  basis  for  7  days  per  week. 

(irf)  School  of  Instruction 

All  new  employees  engaged  as  vehicle  operators  are  given 
a  comprehensive  course  of  training  in  the  Commission's  school  of  instruction 
which  is  directed  by  a  Chief  Instructor.  Under  the  direction  of  a  highly 
qualified  instruction  staff  each  man  is  taught  the  mechanical  operation  of 
the  various  vehicles,  the  operating  and  safety  rules  which  must  be  followed, 
the  behaviour  standards  required  etc.  Initial  instruction  is  provided  at  a 
central  school  location  and  this  is  followed  with  on-the-job  training  at  the 
division  to  which  the  employee  will  be  attached. 

In  addition  to  directing  initial  training  of  new  men  the  Chief 
Instructor  also  assists  the  Urban  Service  Superintendent  in  the  determination 
of  disciplinary  action  to  be  taken  in  certain  cases  when  an  operator  is  involved 
in  an  accident. 

( 2.)  Inter-urban  Service  Section 

This  section  is  responsible  for  the  following  activities 
which  are  performed  on  behalf  of  the  Commission's  subsidiary  company,  Gray 
Coach  Lines  Limited; 

(i)  Obtaining  authority  for  the  operation  of  inter-urban  routes  from 

the  agency  responsible  for  controlling  motor  coach  transportation 
and  taking  steps  to  protect  Gray  Coach  Lines'  rights  on  those 
routes . 

(ii)  The  development  of  appropriate  route  schedules 

(iii)  The  promotion  of  the  sale  of  the  service  supplied  on  the  routes 
operated  as  well  as  chartered  vehicLe  and  sightseeing  services 
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(iv)  The  operation  of  terminals  and  the  sale  of  interurban  tickets 
(v)  The  operation  of  vehicles  on  the  established  service  routes  and 
on  charter  and  sightseeing  services. 

At  present  Gray  Coach  Lines  Limited  is  operating  interurban 
service  over  some  1,550  scheduled  route  miles.  Its  routes  originate  at 
Toronto  and  are  located  in  the  areas  surrounding  the  city.  They  extend  to 
such  points  as  Buffalo,  London,  Guelph,  North  Bay  and  Qshawa. 

The  section  employs  a  permanent  staff  of  some  275 ,  It  is 
directed  by  a  Superintendent  -  Gray  Coach  Lines  and  its  work  is  distributed 
among  three  sub-sections.  They  are  a  Schedules  and  Statistical  Sub-Section, 
a  Sales  and  Special  Services  Sub-Section,  and  Operations  Division  Sub-Section, 

The  responsibilities  and  activities  of  these  sub-sections  are  outlined  below: 

(i)  Schedules  and  Statistics  Sub-Section 

Headed  by  a  Supervisor  this  sub-section  is  responsible  for  all 
detail  work  in  connection  with  the  planning  and  development  of  scheduled  route 
operations.  It  maintains  statistical  records  providing  traffic  and  revenue 
data  for  all  routes.  It  prepares  submissions  to  governmental  bodies  and  agencies 
responsible  for  control  of  ihterurban  transport  service  in  connection  with 
contemplated  additions  to,  or  changes  in  routes,  and  with  infringements  of 
rights  on  existing  routes.  It  maintains  contacts  with  the  operators  of  lines 
serving  adjacent  areas  to  ensure  that  satisfactory  inter-line  connections 
are  available  to  Gray  Coach  Line  passengers.  It  develops  the  schedules  under 
which  vehicles  will  be  operated  on  the  individual  routes  and  establishes  from 
the  schedules  the  work  assignments  on  which  vehicle  operators  will  be  employed. 

It  assembles  competitive  tariff  information  and  recommends  tariff  changes 
when  these  are  necessary  or  appropriate.  It  maintains  agency  records,  zone 
maps,  etc. 
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(ii)  Sales  and  Special  Services  Sub-Section 

Under  the  direction  of  a  Superintendent  of  Sales  this  sub¬ 
section  which  employs  a  staff  of  9  people  is  responsible  for  promoting  the 
sale  of  services  offered  by  Gray  Coach  Lines.  The  major  interest  of  the  sub¬ 
section  is  that  of  selling  charter  and  special  services.  Gray  Coach  Lines 
does  a  large  volume  of  business  in  this  fields  During  the  year  1956  total 
revenues  from  such  operations  were  in  excess  of  |>400s000o 

In  recent  years  the  sub-section  has  operated  a  Travel  Bureau 
at  the  Company's  Terminal  on  Bay  Street,,  This  Bureau  provides  a  complete 
travel  service  for  Gray  Coach  Lines  passengers  including  the  arrangement  for 
all  transportation  and  accommodation  required  for  individual  trips  or  for  package 
tours  organized  by  other  carriers  such  as  Greyhound  Lines.  Revenues  from  the 
Bureau's  operation  come  both  from  the  sale  of  tickets  covering  Gray  Coach 
transportation  and  commissions  received  on  the  sale  of  tickets  for  other 
carriers'  lines. 

(iii)  Operations  Division  Sub-Section 

Under  the  direction  of  a  Superintendent  Interurban  Operations^ 
this  sub-section  is  responsible  for  the  same  general  activities  as  are  carried 
out  at  each  of  the  operating  divisions  of  the  Urban  Section  of  the  department. 

The  Interurban  Operations  Division  staff  operates  from  the  Gray  Coach  Lines 
Bay  Street  Terminal  where  its  fleet  of  coaches  is  housed  and  irom  which  point 
its  routes  originate. 

As  in  the  case  of  an  urban  operating  division  it  is  the 
responsibility  of  the  Interurban  Division  to  put  into  service  the  vehicles 
needed  to  operate  the  established  route  schedules^  all  charter  and  special 
service  runs  wnich  have  been  ordered  and  such  extra  runs  as  are  called  for  by 
traffic  demands.  For  this  purpose  the  division  supervision  is  required  to 
maintain  an  appropriate  staff  of  vehicle  drivers  and  assign  their  work  so  that 
their  time  is  used  as  effectively  as  possible.  In  addition  the  division 
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supervision  is  responsible  for  certain  activities  peculiar  to  interurban 
operations.  These  include  the  operation  of  a  ticket  office  at  the  Toronto 
Terminal;  the  operation  of  baggage  storage  facilities  and  of  an  express 
parcel  service;  the  investigation  of  applicants  for  ticket  agencies  at  outside 
points  on  Gray  Coach  Lines  routes;  the  supervising  of  terminal  operations 
outside  Toronto  and  other  related  matters. 

The  Operations  Division  employs  a  permanent  staff  of  some  250 
employees,  of  whom  approximately  200  are  vehicle  drivers,  and  a  fleet  of 
approximately  250  coaches  which  are  the  property  of  Gray  Coach  Lines  Limited* 
Characteristics  of  Interurban  Operations 

The  traffic  load  handled  by  the  division  is  subject  to  wide 
fluctuation  both  on  a  seasonal  basis  and  as  between  weekend  and  mid-week 
days.  On  a  seasonal  basis  traffic  drops  to  a  low  level  from  January  to  March 
and  rises  to  peak  level  in  mid-summer.  On  a  weekly  basis  it  is  low  during  the 
mid-week  and  high  on  weekends.  Because  of  these  circumstances  the  following 
practices  are  employed 2 

(i)  The  permanent  staff  of  vehicle  drivers  is  limited  to  the  number 
required  to  man  the  runs  established  by  the  route  schedule  for 
the  mid-winter  quarter,  plus  the  charter  and  special  service 
runs  expected  for  that  quarter. 

(ii)  Schedules  of  route  operations  are  drawn  up  and  put  into  effect 
for  periods  of  approximately  three  months  each,  A  single 
schedule  period  corresponds  approximately  with  a  quarter  of 
the  year . 

(iii)  When  added  staff  is  required  to  man  increased  numbers  of  runs  it 
is  obtained  by  transfer  of  vehicle  operators  from  the  staff  of 
the  urban  operating  divisions.  Between  late  April  and  the  end 
of  June  staff  totalling  about  60  men  is  namally  transferred  in 
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this  way  for  a  period  of  full  time  service  on  interurban  division 
work0  Added  staff  required  to  meet  weekend  traffic  demands  is  obtained 
by  short  term  transfers  from  extraman  staffs  of  urban  divisions.  On 
busy  summer  weekends  as  many  as  70  to  80  additional  operators  are  so 
obtained. 

The  benefit  to  Gray  Coach  Lines  from  the  above  practices  is  obvious. 
Service  can  be  adjusted  to  wide  changes  in  traffic  demands  with  a 
minimum  of  expense.  At  the  same  time  a  benefit  accrues  to  the  Urban 
Service  Section.  During  the  summer  months ,  when  urban  traffic  demands 
decline,  and  the  number  of  runs  operated  can  be  reduced,  it  is  able 
to  reduce  the  number  of  extramen  it  must  carry  on  its  staff.  This 
reduces  make-up  pay  allowances.  In  addition  the  transfers  that  can 
be  made  to  inter-urban  work  on  weekends  help  the  urban  divisions 
to  fill  out  the  work  assignments  that  can  be  given  to  their  extraman 
staffs  over  a  pay  period  interval  and  so  help  to  reduce  the  amount  of 
make-up  allowances  that  would  otherwise  be  incurred.  The  effect  of  the 
practice  is  reflected  in  sharply  lower  cost  of  make-up  pay  for  the  urban 
service  during  summer  months. 

Method  of  Manning  Vehicles 

Work  is  assigned  to  individual  vehicle  operators  under  arrange^ 
ments  which,  in  general,  parallel  those  employed  in  the  Urban  Service.  The 
same  make-up  pay  guarantee  prevails  but  make-up  liability  is  more  limited 
because  few  assignments  involve  less  than  an  8  hour  credit  when  various  types 
of  trip  allowance  are  taken  into  account.  As  in  the  case  of  the  Urban  Service 
the  equivalent  of  a  Crew  Guide  is  set  up  when  a  new  schedule  is  issued.  This 
lists  all  work  assignments  which  can  be  developed  from  the  scheduled  runs  to 
provide  an  appropriate  work  week  for  one  operator.  On  the  basis  of  their 
seniority  the  operators  sign  for  a  particular  assignment  for  the  first  week 
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of  the  schedule  period*  For  the  second  week  each  operator  is  transferred 
automatically  to  the  next  succeeding  assignment  for  the  route  chosen  and  this 
plan  of  rotating  assignments  continues  for  the  period  the  schedule  is  in  effect* 
Its  purpose  is  to  equalize  the  distribution  of  shift  work  among  the  operator 

staff. 

Operators  who  do  not  qualify  for  the  work  assignments  established 
by  the  "Crew  Guide"are  termed  Extramen  and  may  be  allotted  assignments  on  a  daily 
basis*  Assignments  are  made  in  a  manner  generally  similar  to  that  used  in  the 
urban  divisions. 

Supervision  of  Service 

An  Assistant  Divisional  Superintendent  is  employed  by  the 
Division.  He  is  responsible  for  all  phases  of  the  operations  of  the  division 
in  the  absence  of  the  superintendent  and*  in  particular,  directs  the  day  to  day 
work  of  a  group  of  six  Route  Supervisors.  In  addition  he  carries  out  liaison 
work  and  investigations  connected  with  the  appointment  and  operation  of  Gray 
Coach  Line  agencies  and  the  selection  of  vehicle  garaging  facilities  at  outside 
points*  The  route  supervisors,  three  of  whom  act  as  supervisor  of  terminals 
at  points  outside  Toronto  are  responsible  for  carrying  on  continuing  inspection 
of  inter-urban  service;  investigating  accidents  and  other  incidents;  obtaining 
extra  vehicle  runs  when  necessary;  periodically  making  audit  checks  of  drivers1 
ticket  sale  and  fare  collection  activities  while  on  route;  checking  vehicle 
speeds;  supervising  terminal  personnel  at  outside  points;  investigating 
agency  applications  etc. 

Clerical  Activities 

A  Chief  Office  Supervisor  is  responsible  for  all  clerical 
activities  connected  with  the  division’s  operations  from  the  Bay  Street  Terminal* 
This  involves  the  supervision  of  an  Information  and  Ticket  Sales  group  of  15 
employees;  the  direction  of  a  staff  responsible  for  the  issuing  of  tickets 


30 


to  drivers  for  sale  on  .the  vehicle  and  the  collection  of  cash  and  tickets  from 
drivers  when  their  work  assignments  are  completed;  the  direction  of  a  staff 
responsible  for  the  compilation  of  vehicle  operator  time  reports  and  time 
allowances  for  purposes  of  payroll . calculation;  and  for  other  record  keeping 
relating  to  the  division  operations ,  In  addition  the  Chief  Office  Supervisor 
handles,  with  the  assistance  of  a  Work  Assignment  Supervisor,  the  development 
of  the  operator  work  assignments.  He  also  supervises  the  activities  of  a  staff 
of  six  dispatchers  who  order  vehicles  into  service  in  accordance  with  the  route 
schedules  charters  and  traffic  demands  at  the  Terminal, 

( 3.)  Ferry  Service  Section 

The  Ferry  Service  is  administered  by  a  Superintendent  Ferry 
Service,  who  is  directly  responsible  for  both  the  maintenance  and  the  operation 
of  the  fleet  of  vessels  that  provide  service  to  the  Island  during  the  late 
spring,  summer  and  early  fall  months.  He  reports  to  the  General  Superintendent 
of  Transportation  on  all  matters  relating  to  the  operation  of  the  vessels 
according  to  schedules,  the  staffing  of  vessels,  establishment  of  work  assignments, 
collection  of  fares  etc.  In  this  respect  the  section  operates  much  the  same 
as  an  urban  service  operating  division, 

(4.)  Office  Services  Section 

An  Office  Services  Section  under  the  direction  of  a  Superintendent 
Office  Services,  is  responsible  to  the  General  Superintendent  of  Transportation 
for  establishing  the  clerical  procedures  and  policies  of  the  department's 
various  operating  divisions,  and  for  the  maintenance  of  all  control  records 
and  clerical  services.  The  work  of  this  section,  employing  some  30  people 
is  divided  among  five  sub-sections.  The  activities  of  the  separate  sub¬ 
sections  are  reviewed  below: 

General  Offices  Services,  This  sub- section  provides 

stenographic,  typing,  filing  and  report  preparation  services  for  the  department 

generally. 
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Employee  Records  and  Reports ,  This  sub-section  maintains 
up-to-date  work  history  records  for  employees  of  the  department,,  The  records 
provide  complete  information  concerning  the  training*  accident  and  incident, 
discipline  and  absenteeism  experience  relative  to  each  member  of  the  vehicle 
operating  staff.  In  addition  records  for  controlling  the  regular  audit  checking 
of  operators  ‘’run-money”  advances  are  maintained.  The  sub-section  is  also 
responsible  for  the  distribution  of  uniforms  to  staff  in  accordance  with 
approved  plans. 

Accident  Records,  This  sub-section  is  responsible  for 
maintaining  within  the  Transportation  Department  a  complete  record  of  all 
accident  information  and  for  ensuring  that  action  is  taken  to  initiate  claims 
against  others  in  the  case  of  accidents  for  which  the  Commission  employees 
have  not  been  responsible, 

Special  Services  and  Transfer  Control,  The  responsibility  of 
arranging  for  special  vehicle  service  within  the  Metropolitan  area  to  be  used 
by  schools,  commeri cal  organizations  etc*,  is  assigned  to  this  sub-section. 

In  addition  it  maintains  records  covering  the  use  of  transfers  and  initiates 
requisitions  for  the  purchase  of  transfers  as  needed. 

Control  of  Costs  in  the  Transportation  Department 

Overall  control  of  the  expenditures  incurred  in  the  operation 
of  the  Transportation  Depart, ment  is  exercised  through  month  by  month  comparison 
of  actual  expenses  against  budget*  The  budget  figures  are  established  monthly 
by  the  senior  officials  of  the  department  with  assistance  from  officials  of 
the  Treasury  Department*  They  are  based  upon  analysis  of  expense  incurred  in 
prior  years,  consideration  of  the  vehicle  mileage  forecasts  for  the  period  being 
budgeted,  and  such  factors  as  wage  rates  and  staff  size  changes.  For  control 
purposes  operating  expense  accounts  are  classified  to  provide  separate  figures 
covering  supervisory,  administrative,  clerical  and  other  items  of  overhead 
expense;  items  of  expense  directly  attributable  to  the  department’s  urban 


-  32  - 


service  activities  and  those  directly  associated  with  inter-urban  service 
operations.  In  addition  Urban  Service  budgets  provide  separate  figures 
covering  the  four  main  types  of  vehicle  equipment,  i,e#  street  cars,  subway 
cars,  coaches  and  motor  buses. 

5  .  The  Administration  Unit 

,The  activities  of  this  unit  of  the  organization  are  headed  by 

r 

an  Assistant  Manager,,  Its  responsibilities  include  the  following; 

(1)  The  handling  of  all  matters  connected  with  the  maintenance  of 

satisfactory  relationships  between  the  Commission  and  the 
various  bargaining  agencies  that  represents  its  employees. 

(2)  The  recruiting  of  personnel  for  all  branches  of  the  organization; 

the  development  of  employees  skills;  the  supervision  of 
administration  of  wage  and  salary  rates;  the  conducting  of 
appropriate  safety  programs;  the  administration  of  the  Commission’s 
employee  pension  and  benefit  plans,  etc. 

(3)  The  purchase  of  materials  and  equipment  required  by  the  operations 

of  the  Commission;  the  controlling  of  the  necessary  stock  of 
materials;  and  the  disposal  of  obsolete  and  scrap  materials  and 
equipment . 

The  unit  head  assumes  the  direct  responsibility  for  dealing 
with  all  labour  relations  matters.  He  personally  represents  the  Commission 
in  all  meetings  with  representatives  of  the  unions  of  the  Commission's 
employees  for  the  purposes  of  arranging  contractual  agreements,  or  discussing 
problems  arising  out  of  the  application  of  the  terms  of  those  agreement s* 

He  prepares  written  statements  of  policies  and  outlines  of  the  procedures 
to  be  followed  by  supervisory  staff  in  connection  with  all  matters  covered 
by  such  agreements,  and  confers  with  supervisors  to  advise  them  on  those 
matters  when  necessary. 
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Direct  responsibility  for  the  other  activities  is  divided 
between  two  sections  of  the  unit.  A  Personnel  Department  is  headed  by  a 
Director  of  Personnel  and  a  Materials  Department  is  headed  by  a  Director  of 
Materials,,  The  organization  and  methods  of  operation  of  these  tro  sections 
are  described  separately. 

(1)  Personnel  Department 

The  Personnel  Department  is  headed  by  a  Director  of  Personnel 
who  is  aided  by  an  Assistant  Director .  Its  activities  are  distributed  among 
four  main  sections,,  These  are  an  Employment  Section*  a  Manpower  Development 
Section*  an  Employee  Benefits  Administration  Section*  and  a  Safety  Section., 

The  staff  of  the  department  total  some  40  employees.  The 
responsibilities  of  the  different  sections  are  outlined  separately  below. 

(i)  Employment  Section,  This  section  is  responsible  for  all  recruiting* 
interviewing  and  selection  of  employees  for  hourly  rated  and  clerical  jobs 
except  in  the  case  of  female  clerical  staff  located  at  the  Commission's  Head 
Offices.  Carefully  planned  interviewing  and  selection  procedures  are  employed 
including*  in  the  case  of  vehicle  operators  and  other  specialized  employees* 
the  use  of  formal  testing  procedures.  All  employees  are  given  a  medical 
examination  before  they  are  hired.  For  this  purpose  a  medical  examiner  is 
attached  to  the  staff  of  the  section  on  a  part  time  basis. 

During  1956  the  section  has  processed  about  225  employmai  t 
applications  per  week  and  hired  some  15  to  20  employees  for  regular  staff 
per  week.  The  rate  of  staff  turnover  has  been  about  1%  per  month  which  is  about 
one  quarter  the  average  for  industry. 

(ii)  Manpower  Development  Section.  This  section  is  responsible  for  ensuring 
wage  and  salary  rates  are  administered  in  accordance  with  the  Commission's 
approved  wage  and  salary  plans*  maintaining  seniority  regulation  manuals* 

interpreting  the  regulations,  and  directing  various  for^s  of  employee  training 
programs . 


34  - 


In  addition  it  is  responsible  for  maintaining  employee  records 
and  supplying  general  clerical  services  for  the  department ®  The  administration 
of  wage  and  salary  rates  of  hourly-rated,  and  of  clerical  staff  and  certain 
levels  of  supervisory  employees  of  the  Commission,  is  carried  on  in  accordance 
with  a  formal  plan  of  job  evaluation,,  This  section  is  responsible  for  keeping 
the  plan  up  to  date  and  generally  supervising  its  use*  When  new  jobs  develop 
or  job  duties  change,  new  descriptions  are  prepared  and  job  classifications 
are  established®  All  job  descriptions  are  reviewed  annually  to  bring  to 
attention  any  changes  in  duties  and  responsibilities  that  may  have  occurred® 

Each  year  detailed  surveys  are  made  to  assemble  wage  and  salary  rates  being 
paid  by  representative  other  employers  for  jobs  comparable  to  those  done  by 
Commission  employees®  The  information  obtained  from  these  surveys  is  related 
to  the  wage  and  salary  structures  in  effect  in  the  Commission  and  supplied  to 
senior  management  officials®  Those  officials  use  the  information  provided  to 
recommend  revisions  in  the  existing  structures  at  such  times  as  they  are  required 
to  keep  the  earnings  of  Commission  employees  in  line  with  payment  for  comparable 
work  by  other  employers® 

The  section  is  also  responsible  for  promoting  the  use  of 
measures  aimed  at  developing  the  effectiveness  of  the  manpower  available  within 
the  Commission®  To  this  end  it  guides  supervisory  staffs  of  other  departments 
in  using  systematic  employee  merit  and  progress  review  procedures  and  through 
those  procedures  helping  individual  employees  improve  their  effectiveness® 

It  is  responsible  for  providing  overall  direction  of  various  apprentice  training 
courses  carried  on  within  the  Commission^  for  maintaining  the  syllabus  for  each 
course  and  for  following  up  on  the  progress  of  apprentices  in  training*,  It 
assists  department  heads  with  the  conduct  of  programs  designed  to  advance  the 
development  of  their  supervisory  personnel® 
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Through  an  Office  Services  Sub-Section*  this  section  is  also 
responsible  for  providing  general  stenographic  and  clerical  services  for  the 
Personnel  Department;  for  the  operation  of  the  switchboard  serving  all  of  the 
Commission's  facilities  at  Hillcrest  Yard  and  for  operating  mail  pick-up 
and  delivery  services  relating  to  Hillcrest  Yard.  The  Office  Services  Group 
handles  the  clerical  work  connected  with  documenting  of  all  new  employees, 
and  maintains  a  complete  personnel  record  for  all  Commission  employees, 

(iii)  Employee  Benefits  Section,  On  behalf  of  a  joint  Pension  Board 
of  Trustees,  representing  the  Commission  and  its  employees,  Commission  staff 
are  used  to  handle  the  detail  work  connected  with  administering  an  employee 
pension  plan.  On  behalf  of  a  Sick  Benefit  Association  similar  work  connected 
with  administration  of  a  sick  benefit  plan  is  undertaken.  That  plan  provides 
sick  benefit,  hospital,  medical  and  surgical  protection  for  the  employees  of 
the  Commission.  This  section  deals  with  the  investigation  and  processing 

of  claims  under  the  pension  and  sick  benefit  plans,  as  well  as  all  clerical 
work  connected  with  processing  claims  under  the  Workmen's  Compensation  Act. 

A  staff  of  about  10  employees  under  the  direction  of  a  Section  Supervisor 
is  used  for  these  activities. 

(iv)  Safet.y  Section .  Under  the  immediate  guidance  of  the  Assistant 
Director  of  Personnel  who  also  carries  the  title  of  Director  of  Safety, 

the  Safety  Section  is  responsible  for  planning  and  co-ordinating  an  accident 
prevention  program  within  the  Commission.  It  co-ordinates  the  work  of  Safety 
Committees  that  have  been  set  up  at  different  organizational  levels  of  the 
operating  departments.  It  conducts  accident  prevention  training  courses, 

V 

publicizes  safety  measures  etc.  It  provides  counselling  services  for 
employees  with  poor  safety  records. 

In  1946  when  the  section  was  established,  a  total  of  12,200 
accidents  and  incidents  were  reported.  In  1956  the  corresponding  total  was 
7,250.  Top  awards  for  accident  reduction  were  earned  by  the  Commission  in  1951 


•  i  i  i  'j : "? 


and  1955* 
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(2)  Materials  Department 

The  responsibility  for  supplying  purchasing  services  to  all 
departments  of  the  organization,  for  maintaining  appropriate  stocks  of  supply 
materials,  and  issuing  these  materials  to  the  other  departments  as  required 
is  assigned  to  a  Materials  Department  which  is  headed  by  a  Director  of 
Materials*  This  arrangement  was  adopted  as  a  result  of  recommendations  made 
in  a  report  to  the  Commission  by  Price  Waterhouse  and  Company  in  1953*  The 
report  dealt  with  the  organization  and  methods  of  operation  of  the  Treasury 
Department  which  at  that  time  included  a  turchasing  Section*  It  recommended 
that  the  various  functions  for  which  the  Materials  Department  is  now  responsible 
be  brought  under  the  control  of  a  single  new  department  to  provide  a  basis  for 
improved  control  of  the  types,  variety  and  quantities  of  supply  materials  that 
must  be  carried  in  stock* 

The  work  of  the  department  is  carried  on  through  four  main 
sections*  These  are  a  Materials  Control  Section,  a  Purchasing  Section,  a  General 
Office  Section  and  a  General  Stores  Section*  The  areas  of  responsibility  of 
these  individual  sections  are  defined  below? 

(i)  Materials  Control  Section*  The  responsibilities  of  this  section 
include  1 

(a)  Working  with  officials  of  the  various  operating  departments  to 

establish  specifications  for  the  various  supply  material  items 
used  by  the  departments  the  purpose  being  to  minimize  the 
variety  of  items  used, 

(b)  Determining  the  rate  at  which  individual  supply  items  are  consumed 

and  relating  this  to  delivery  times  and  to  quantity  price 
consideration.  The  purpose  is  to  establish  for  each  item  the 
minimum  level  to  which  the  stock  may  fall,  the  level  at  which  a 
replacement  should  be  issued  and  the  maximum  quantity  to  which  the 
stock  on  hand  should  be  allowed  to  rise  at  any  time. 
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(c)  Controlling  the  issuing  of  requisitions  for  the  purchase  of  supply 
material  items  in  accordance  with  the  objectives  established  by 
the  above  procedures,, 

The  section  is  seeking  to  control  inventories  of  supply  materials 
so  that  the  stock  of  any  item  on  hand  will  at  no  time  exceed  the  quantity  required 
for  one  year's  operations  and  that  average  quantities  in  stock  will  not  exceed 
the  consumption  requirements  of  a  six  month  period.  If  this  reduction  can  be 
achieved  it  will  mean  a  very  substantial  reduction  in  inventories  from  former 
levels.  The  section  is  directed  by  a  supervisor  and  employs  four  people. 

(ii)  General  Stores  Section.  This  section  under  the  direction  of  a 
Chief  Storekeeper,  operates  two  central  stores  warehouses.  One  of  these  is 
located  at  the  Commission's  Hillcrest  ^ards,  the  other  at  its  Parkdale  Automotive 
Vehicle  repair  shop.  Supply  materials  are  received  for  safekeeping  &t  these 
points  and  are  delivered  on  requisition  to  the  central  repair  shop  and  the 
divisional  carhouses  and  garages,,  the  Engineering  Department,  etc. 

(iii)  Purchasing  Section.  Under  the  direction  of  a  Purchasing  Agent,  this 
section  is  responsible  for  locating  sources  of  supply,  obtaining  price  quotations, 
placing  orders  and  following  up  to  ensure  that  suppliers  deliver  materials  and 
equipment  in  accordance  with  delivery  instructions  and  quality  specifications. 

The  section  employs  a  staff  of  two  buyers  and  seven  clerks  in  addition  to  the 
Purchasing  Agent. 

A  systematic  arrangement  has  been  set  up  under  which  the  section 
obtains  authorization  for  placing  orders  after  it  receives  quotations.  This 
involves  authorization  by  officials  at  different  levels  in  the  organization 
depending  upon  the  value  of  the  order  being  placed.  Orders  which  involve  an 
amount  in  excess  of  $5,000  must  be  authorized  by  the  General  Manager  who  asks 
for  approval  from  the  Commission  proper  if  circumstances  so  suggest. 
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Almost  all  itans  purchased  specifically  for  capital  account 
purposes  and  certain  major  supply  material  items  are  bought  on  the  basis  of 
calling  for  tenders.  In  the  case  of  vehicle  purchases,  tenders  are  called 
for  by  the  Assistant  General  Manager*  Other  tenders  are  called  by  the  Purchasing 
Section,  Tender  bids  from  suppliers  are  filed  with  the  Secretary  of  the 
Commission  and  opened  by  him*  Recommendations  as  to  the  acceptance  of  bids  are 

c 

made  to  the  Commission  by  the  General  Manager  after  consultation  with  the 
officials  concerned  with  the  purchases  being  made. 

Recently  the  section  has  been  developing  a  buying  program 
designed  to  take  fuller  advantage  of  opportunities  to  effect  price  savings  by 
means  of  quantity  purchasing  of  supply  materials  through  the  use  of  blanket 
order  buying  arrangements.  Under  such  arrangements  the  section  obtains  expected 
annual  consumption  figures  for  itens  or  types  of  items  that  are  commonly  bought 
several  times  per  year.  Price  quotations  are  obtained  from  suppliers  on  the 
basis  of  "the  placement  of  an  order  covering  a  full  year's  quantity,  with 
deliveries  to  be  usde  in  accordance  with  the  rate  at  which  the  Commission 
uses  the  materials, 

(iv)  General  Office  Section,  Under  the  direction  of  a  chief  clerk, 
this  section  supplies  stenographic  and  clerical  help  to  the  Director  of 
Materials  and  the  section  heads  of  the  department,  and  maintains  records  for 
the  Materials  Control  Section. 

6.  The  Treasury  Department 

The  Treasury  Department  under  the  direction  of  a  Treasurer  is 
responsible  for  the  following  functions? 

(l)  Controlling  receipts  and  disbursements  and  handling  transactions 

relating  to  the  acquisition,  safekeeping  and  investment  of  funds. 
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(2)  Determining  the  costs  of  providing  the  various  types  of  services  operated 

by  the  Commission  and  the  costs  of  acquiring  its  facilities;  and  through 
budget  methods  supplying  the  personnel  of  the  Commission  with  the 
information  needed  to  control  such  costs  in  accordance  with  a  planned 
operating  program * 

(3)  Measuring  the  financial  results  realized  from  the  current  operation  of 

the  Commission8 s  facilities  and  those  of  its  subsidiary  company  and 
preparing  statements  which  disclose  its  financial  position  and  that  of 
its  subsidiary o 

(4)  Developing  forecasts  of  revenues  and  expenditures  and  the  resulting 

future  financial  position  of  the  Commission  and  its  subsidiary  company* 
The  staff  of  the  department  totals  some  220  employees*  It  i  s 
distributed  among  ten  separate  sections*  An  Assistant  Treasurer  is  assigned 
the  responsibility  for  co-ordinating  the  department’s  work  relating  to  the 
development  of  budgets  covering  expenditures  on  capital  assets,  for  preparing 
forecasts  of  the  Commission's  cash  position  and  for  directing  the  activities 
of  four  of  those  sections*  They  are  the  followings 

(1)  Cash  and  Ticket  Control,  Fare  Control  and  Banking  Section* 

(2)  Pay  Disbursements  Section* 

(3)  Insurance  and  Taxes  Section* 

(4)  Systems  and  Methods  Section* 

The  Treasurer  who  is  responsible  for  the  overall  administration 
of  the  department's  work  directs  personally  the  activities  of  the  remaining 
six  sections  which  ares 

(5)  General.  Accounting  Section* 

(6)  Cost  Accounting  Section* 

(7)  Gray  Coach  Line  Ticket  and  Interline  Accounting  and  Tariffs  Section* 
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(8)  Budget  and  Statistics  Section. 

(9)  Internal  Audit  Section. 

(10)  Office  Services  Section. 

The  work  that  is  done  by  these  different  sections  is  described 

briefly  below ; 

(1)  Cash  and  Ticket  Control,  Fare  Control  and  Banking  Section 

Headed  by  a  Cashier  this  section  supplies  transit  tickets  and 
tokens  to  the  urban  operating  divisions  and  ticket  agencies.  These  transactions 
are  handled  on  a  cash  basis.  It  also  supplies  Gray  Coach  Lines  tickets  to 
ticket  offices  and  agents  from  head  office  stocks.  It  i s  responsible  for 
maintaining  appropriate  stocks  of  tickets  at  head  office  and  the  records  necessary 
for  the  control  of  these  stocks.  Each  day  it  collects  direct  from  the  vehicle 
fare  boxes  at  the  urban  divisional  offices  all  tickets,  tokens  and  cash  fares 
deposited  in  the  boxes  and  separates  and  counts  these  fares.  It  i s  responsible 
for  the  safekeeping  of  all  cash  collected  and  for  destroying  used  transit  tickets. 
It  acts  as  the  repository  for  all  payments  received  at  head  office,  maintains 
records  of  the  receipts  and  handles  all  bank  depositing* 

The  section's  activities  are  distributed  among  three  sub-sections. 

(i)  A  Fare  Collection  subjection  numbering  approximately  34  employees  which 
carries  out  the  work  involved  in  picking  up,  separating,  and  counting 
tickets,  tokens,  and  cash  fares  deposited  in  fare  boxes* 

(11)  A  Ticket  Control  and  Sales  sub-section  of  approximately  thirteen 

employees  who  maintain  ticket  stocks,  distribute  transit  tickets 
and  tokens  to  and  receive  cash  from  the  operating  divisions  and 
agents,  and  assemble  Gray  Coach  tickets  on  requisition  for  distribution 
to  agencies  and  terminals* 
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(iii)  A  Bank  Control  sub-section  of  two  employees  who  carry  out  the 

activities  associated  with  the  recording  and  banking  of  payments 
and  other  receipts  handled  by  the  section. 

(2)  Pay  Disbursements  Section 

This  small  group  of  4  employees  prepares  signatures  on  and  distributes 
the  payroll  cheques  of  Commission  employees  and  maintains  unemployment 
insurance  books  for  hourly  rated  employees,,  Separate  payrolls  are 
maintained  for  employee  classifications  such  as  uniformed,  non -uni formed, 
supervisory  and  pensioners. 

(3)  Insurance  and  Taxes 

Three  employees  of  this  section  handle  the  records  required  to  maintain 
appropriate  insurance  protection  of  the  Commission's  assets  as  well  as 
those  required  to  deal  with  the  payment  of  property  taxes* 

(4)  System  and  Methods  Section 

A  system  and  methods  supervisor  is  attached  to  the  staff  of  the  depart¬ 
ment.  He  makes  studies  of  the  procedures  and  forms  used  by  the  department 
with  the  objective  of  simplifying  work  methods  and  reducing  the  numbers 
of  different  forms  used*  For  the  latter  purpose  the  department's 
duplicating  services  are  placed  under  his  direction. 

(5)  General  Accounting  Section 

Under  a  General  Accountant  a  staff  of  about  35  employees  maintains  the 
accounts  and  records  required  to  control  the  receipt  and  disbursement 
of  funds  by  the  Commission  and  to  prepare  its  financial  statements. 

The  work  of  the  section  is  distributed  among  5  sub-sections.  There 
are  Accounts  Payable,  Accounts  Receivable,  Fixed  Assets,  and  Financial 
Statements  sub-sections.  In  addition  a  Sick  Benefit  and  Pensions  sub¬ 
section  of  five  employees  handles  the  disbursements  of  funds  under  the 
Commission's  Sick  Benefit  and  Pension  Plans, 
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(6)  Cost  Accounting  Section 

Headed  by  a  Cost  Accountant  this  section  is  responsible  for  analyzing 
the  Commission1  s  expenditures  to  disclose  the  costs  incurred  in  its  operations* 
For  the  purposes  of  assembling  and  analyzing  cost  data  the  work  is  divided 
among  five  sub- sections,  These  ares 

(i) 

(ii) 

(iii) 

(iv) 


(v) 


Gray  Coach  Lines  Ticket  Accounting, 

Interline  Accounting  and  Tariffs  Section 

A  group  of  twenty-five  employees,  under  the  supervision  of  a 

Gray  Coach  Lines  Accountant,  is  responsible  for  controlling  all  Gray  Coach 

Lines  ticket  stocks,  for  ensuring  that  proper  revenues  are  received  from 


A  Cost  Accounting  Sub-Section  numbering  four  employees  who  carry 
out  the  analysis  and  distribution  of  cost  data  for  inclusion  in 
the  accounting  records  of  the  Commission  and  prepare  regular  reports 
of  the  costs  of  operation  of  various  types  of  vehicles  and  service, 

A  Labour  Accounting  Sub-Section  consisting  of  twenty-four  employees 
who  prepare  uniformed  and  non-uniform ed  operating  payrolls,, 

A  Salary  and  Pension  Payrolls  Sub-Section  numbering  seven  employees 
who  maintain  salary  records  and  prepare  payrolls  for  staff, 
supervisory,  and  pension  personnel, 

A  Material  Records  Sub-Section  numbering  eight  employees  who  are 
located  with  the  Material  apd  Supply  Department,  The  section 
maintains  stores  inventory  records,  prices  requisitions  for 
issues  from  stqres,  reconciles  actual  and  book  inventories, 
and  initiates  re-orders  of  material  required  for  stores. 

A  Tabulating  Services  Sub-Section  numbering  thirteen  employees 
who  operate  punched  card  equipment  to  prepare  cost  distribution 
and  ledger  account  reports,  vehicle  mileage  and  fuel  consumption 
reports,  and  statistical  reports  on  various  types. 
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ticket  sales,  for  determining  the  amounts  owed  to  other  carriers  when  Gray  Coach 
Lines  tickets  are  sold  to  cover  travel  on  their  routes  and  for  determining  the 
amounts  owed  by  other  carriers  to  Gray  Coach  Lines  under  the  reverse  circumstances. 

To  deal  with  these  responsibilities  the  work  has  been  divided 
between  two  sub-sections.  One  handles  the  detailed  work  of  accounting  for 
ticket  stocks  at  the  various  points  of  storage  or  sale  and  of  receipts  for 
sales  made.  Each  of  these  responsibilities  requires  the  use  of  highly  detailed 
clerical  procedures  because  both  Gray  Coach  Lines  and  other  carriers  tickets 
are  sold  through  a  very  large  number  of  outlets  and  in  many  different  forms. 

7 „  Budget  and  Statistics  Section 

Headed  by  a  Statistician  this  section  of  four  employees  is 
responsible  for  the  forecasting  of  numbers  of  revenue  passengers,  assembling 
forecasts  of  operating  expenses  from  operating  departments,  and  from  these 
preparing  revenue  forecasts  and  budgets  for  the  overall  operations  of  the 
Commission. 

The  section  assembles  operating  expenses  by  budget  classification 
and  distributes  monthly  reports  of  actual  operating  expenditures  in  comparison 
with  budget  figures  to  the  operating  departments. 

In  addition,  the  section  prepares  regularly  statistical  reports 
which  set  out  the  costs  of  operations  by  vehicle  classifications  and  provides 
special  reports  to  senior  officials  as  these  are  required. 

8.  Internal.  Audit  Section 

Headed  by  the  Internal  Auditor  this  section  of  fifteen  employees 
carries  on  a  continuing  internal  audit  of  the  transactions  relating  to  the 
receipt  and  disbursonent  of  funds  and  changes  in  the  assets  of  the  Commission. 

9.  Office  Services  Section 

This  section  of  thirteen  employees  headed  by  a  supervisor 
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provides  typing,  filing,  mailing  and  general  office  services  to  the  other 
sections  of  the  department . 

10,  Secretarial  and  Public  Information  Unit 

This  unit  is  headed  by  an  official  who  carries  the  title  of 
Secretary  and  Director  of  Public  Information.  It  i s  responsible  for  the 
following  functions i 

(1)  Providing  secretarial  services  to  the  Commission  and  the  General  Manager. 

(2)  Providing  a  variety  of  general  services  relating  to  operations  of  the 

head  office  of  the  organization. 

(3)  Handling  th'e  public  relations,  publicity  and  advertising  activities  of 

the  organization. 

As  Secretary  of  the  Commission  the  unit  head  prepares  the  agenda 
for  and  the  minutes  of  all  Commission  meetings.  He  also  deals  with  those  matters 
for  meetings  of  the  Executive  Committee,  The  staff  of  the  unit  which  totals 
approximately  120  employees  is  distributed  among  four  main  groups.  These  are 
a  Public  Relations  Section,  and  Advertising  and  Publicity  Section,  a  General 
Office  Section  and  a  Street  Guides  Group.  Their  separate  areas  of  activity 
are  described  below; 

(l)  Public  Relations  Section 

This  section  headed  by  an  Executive  Assistant  is  responsible 
for  the  following; 

(i)  Operating  an  Information  Centre  which  on  a  7  day  per  week  basis 
and  from  8  a.m.  to  midnight  supplies  telephone  enquirers  with 
route  and  vehicle  schedule  information  relating  to  urban  services 
and  with  route  schedule  and  rate  information  relating  to  Gray 


Coach  Lines  services 
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(ii)  Handling  complaints  received  from  the  public  concerning  vehicle 
services  and  the  behaviour  of  the  Commission's  employees,, 

(iii)  Maintaining  stocks  of  and  distributing  timetables,  brochures, 

leaflets  etc*  which  are  distributed  to  agents  and  to  the  public* 

(iv)  Giving  the  Commissioners  and  senior  officials  of  the  organization 
such  assistance  as  may  be  required  from  time  to  time  in  other 
matters  connected  with  the  promotion  of  public  approval  of 
Commission's  programs* 

The  section's  staff  totals  about  40  employees  at  present*  Almost 
three  quarters  of  this  staff  is  required  to  carry  on  the  operation  of  its  Informa¬ 
tion  Centre* 

(2)  Advertising  and  Publicity  Section 

Two  Executive  Assistants  are  responsible  for  these  functions. 

One  deals  with  advertising  and  the  other  with  publicity.  Urban  service 
advertising  is  confined  almost  entirely  to  the  preparation  of  car  signs,  route 
maps,  signs  and  similar  materials.  Gray  Coach  Lines  advertising  includes  a 
limited  amount  of  newspaper  advertising*  The  section  handles  the  production 
of  all  time  table  and  schedule  material  supplied  to  the  public*  The  publicity 
section  produces  the  Commission's  house  organ  which  is  used  to  keep  its  employee 
staff  regularly  informed  about  the  affairs  of  the  organization*  It  prepares 
general  publicity  releases  and  special  publicity  displays  that  are  used  from 
time  to  time.  It  i s  responsible  for  the  maintenance  and  operation  of  an 
appropriate  Reference  library  for  the  commission  staff.  The  sta^f  of  the 
section  is  5  employees* 

(3)  General  Office  Section 

Headed  by  an  Executive  Assistant  who  acts  as  Assistant  Secretary 
of  the  Commission,  this  section  is  responsible  for  a  wide  variety  of  services 
relating  to  head  office  activities*  These  include  the  operation  of  a  central 
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records,  filing  and  correspondence  control  system,  providing  mail  and  messenger 
services,  receptionist  service,  driver  service,  a  clipping  service  etc.  In 
addition  it  provides  staff  and  facilities  to  deal  with  the  return  of  lost 
articles  to  passengers  and  with  special  investigations.  The  total  staff  of  the 
section  numbers  about  50  employees, 

(4)  Street  Guides  Section 

The  Commission  employs  some  40  Street  Guides  who  under  the 
direction  of  a  Supervisor  sell  transit  tickets  on  the  streets  at  main  loading 
points  and  who  supply  information  and  direct  passengers  when  required, 

11.  The  Legal  Department 

The  Legal  Department  headed  by  a  Legal  Counsel  is  responsible 
for  the  following: 

(1)  Handling  through  negotiation  or  legal  process  the  settlement  of  all 

claims  for  damages  made  against  the  Commission  or  by  it  as  a  result 
of  its  operation, 

(2)  Preparing  formal  agreements  and  contracts  etc,  undertaken  by  the 

Commission  in  connection  with  its  operations, 

(3)  Providing  legal  advice  to  the  members  of  the  Commission  and  its  senior 

officials,  relating  to  the  Commission's  responsibilities  and  authority 
in  connection  with  all  phases  of  its  activities. 

The  staff  of  the  department  totals  some  30  full  time  employees.  These  are 
distributed  between  a  Claims  Section  and  a  Legal  Section,  In  addition  the 
services  of  a  small  group  of  medical  advisers  are  retained  on  part  time  basis 
for  use  in  connection  with  the  investigation  of  damage  claims  relating  to 
injuries. 

(l)  Claims  Section 

Under  the  direction  of  a  Supervisor  and  an  Assistant  Supervisor 
this  setion  of  some  20  employees  is  responsible  for  investigating  all  accidents 
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and  incidents  connected  with  the  Commission*  s  operations  which  may  lead  to  damage 
claims.  About  25  to  50  reports  of  accidents  or  incidents  which  involve  equipment 
of  employees  of  the  Commission  and  its  subsidiary  Company  are  received  by  the 
section  daily.  Approximately  half  of  these  are  screened  out  by  the  section  heads 
because  it  i  s  evident  that  no  claim  will  result.  The  remainder  are  assigned 
to  one  of  three  people  for  follow  up.  The  three  are  the  Assistant  Supervisor 
and  two  Adjusters,  The  section  employs  a  staff  of  eleven  investigators  who 
assemble  the  information  needed  to  deal  with  individual  claims.  Each  of  the  above 
people  directs  the  work  of  a  group  of  these  investigators. 

An  investigator  is  responsible  for  contacting  the  individuals 
involved  in  each  incident  assigned  to  him,  obtaining  all  possible  details  relating 
to  the  event,  getting  statements  from  these  people  and  from  witnesses  and  reporting 
to  the  adjuster  concerned.  All  information  secured  is  assembled  in  a  claims 
docket  dealing  with  the  incident.  At  any  one  time  each  investigator  has  about 
20  claims  in  process.  When  serious  accidents  occur  they  are  reported  immediately 
and  the  process  of  investigation  is  initiated  at  once. 

To  expedite  the  handling  of  many  small  claims  covering  incidents 
in  which  there  is  no  question  as  to  the  fact  that  the  Commission  will  be  respons¬ 
ible  for  damages  authority  to  make  settlements  has  been  delegated  to  the  staff 
of  the  section.  Arrangements  provide  for  settlement  by  investigators  and  by 
adjusters  for  amounts  up  to  a  specified  figure  in  each  case.  Experience  has 
demonstrated  that  the  use  of  this  arrangement  reduces  the  costs  of  dealing 
with  such  claims. 

All  claims  settlements  are  submitted  to  the  Legal  Counsel  for 
approval  of  payment.  Claims  for  amounts  in  excess  of  that  level  at  which 
settlement  by  the  section  staff  is  authorized  and  those  which  the  section 
staff  consider  unwarranted  are  referred  to  the  Legal  Section  for  further 
processing. 
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(2)  Legal  Section 

The  Legal  Counsel  personally  directs  the  work  of  this  section 
which  employs  three  lawyers,  a  court  assistant,  a  legal  student  and  stenographers. 
He  reviews  all  claims  against  the  Commission  which  have  not  been  settled  by  the 
Claims  Section  and  assigns  them  to  one  of  the  three  professional  members  of  his 
staff  for  further  investigation  and  study.  These  claims  are  distributed  among 
the  professional  group  on  the  basis  of  the  category  of  court  which  would  deal 
with  the  matter,  i.e.  Supreme  Court,  County  Court.  One  member  of  the  staff 
handles  the  work  falling  in  each  category.  After  studying  an  individual  claim 
and  carrying  out  any  negotiations  which  might  lead  to  a  settlement  without  court 
action  the  lawyer  responsible  makes  recommendations  to  the  Legal  Counsel  concerning 
the  position,  to  be  taken  by  the  Commission.  The  Legal  Counsel  uses  this  informa¬ 
tion  to  reach  his  conclusions  on  the  matter. 

At  this  level  authority  is  again  delegated  to  the  Legal  Counsel 
to  make  an  appropriate  settlement  if*  the  amount  involved  is  less  than  a  stipulated 
figure.  When  a  decision  is  made  to  obtain  settlement  through  the  courts,  the 
legal  staff  represents  the  Commission  in  court. 

In  the  case  of  claims  which  involve  an  amount  in  excess  of  that 
which  can  be  settled  by  the  Legal  Counsel  his  conclusions  are  submitted  to  the 
General  Manager  who  in  turn  submits  the  recommended  course  of  action  to  the 
Commission  for  its  approval. 

The  legal  staff  advises  upon,  conducts  necessary  investigations 
and  prepares  all  the  contractual  documents  connected  with  the  acquisition  of  real 
estate  and  facilities,  the  leasing  of  properties  and  other  such  matters  associated 
with  the  Commissions  operations.  In  addition  it  takes  any  necessary  steps  to 
collect  damage  claims  which  are  made  by  the  Commission  against  others  where  this 
is  necessary. 
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The  section  maintains  a  monthly  record  of  claim  settlements 
made.  The  record  shows  the  number  of  claims  settled  and  total  costs  of  settlements 
within  each  of  a  series  of  dollar  value  ranges  which  identify  different  levels 
of  value  per  claim.  This  record  is  used  as  a  source  of  information  for  broad 
control  of  a  claims  work.  In  recent  years  a  reduction  in  the  accident  rate  has 
reduced  the  number  of  claims  settled.  The  total  cost  of  claims  has  tended  to 
rise  however.  The  main  reason  for  this  appears  to  have  been  an  increase  in  the 
costs  of  claims  involving  large  sums. 
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